. AD-A241 099 @‘

[INIE IR WAR COLLEGE
'RESEARCH REPORT

' A METHOD FOR COLLECTIVELY MEASURING THE OPERATING TEMPO OF

INDIVIDUALS IN MARINE CORPS UNITS-~WHY AND HOW

DTIC

FLECTE 8
0CT031991 5 H

LIEUTENANT COLONEL JAMES L. WHITLOW, USMC

Reproduced From
Best Available Copy

1990

/\’\_

‘-E-.-—A-%
..hﬁ—r =

V'W‘L-" R R —
R

9 1-
IR NIIH!IUI!II!IUNII!

T mwmmm et
ONITED STATES AIR FORCE RELEASE; DISTRIBUTI
MAXWRI L ATR FORCE BASE, ALABAMA UN“M][[D. },»

syt ‘1 wwwww




AIR WAR COLLEGE

AIR UNIVERSITY

5‘-.
A METHOD FOR COLLECTIVELY MEASURING THE CPERATING TEMPO OF
. INDIVIDUALS IN MARINE CORPS UNITS - WHY AND HOW
by
James L. Whitlow
Lieutenant Colonel, IJSMC
A DEFENSE ANALYTICAL STUDY SUBMITTED TO THE FACULTY
IN
FULFILLMENT OF THE CURRICULUM .
REQUIREMENY { m
EQUIREMENT &Q.:h‘;h / J
\_.../‘,
Agvisor: Lieutenant Colonel Chai les R. Arinsirong
Accosion For \
NTIS  CRAR d
| PR SO Y 1]
[N '- ,‘-5(' [J‘
MAXWELL AIR FORCE BASE, ALABAMA Jomeanen

Ly _ _

-~ APR”_ lggo Mty g !
o Aokt 3 ' ]
Div

a-tl




DISCLAIMER

This study represents the view of the author and does not necessarily
; - reflect the official opinion of the Air War College, the Department of the Air
Force, the Department of the Navy, or the United States Marine Corps. In
sccordance with Air Force Regulation 110-8, it is not copyrighted but is the

property of the United States government.

Loan copies of this document may be obtained through the interiibrary loan
desk of Air University Liorary, Maxwell Air Force Base, Alabama 26112-5564

{telephone [205] 293-7223 ar AUTOVON 875-7223).




! EXECUTIVE SUMMARY

in lieu of an executive summary a Point Paper has been attached as Appendix

A. The results or this analysis are better served by preparing an overview in this

fashion to forward through the U. S. Marine Corps chain of command.
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service,
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A METHOD FOR COLLECTIVELY MEASURING THE DPERATING TEMPO OF
INDIVIDUALS (N MARINE CORPS UNITS - WHY AND HOW ?

During a conference of career planners at Headquarters Marine Corps in

September of 1989 ', high operating tempo (GPTEMPO) was identified as one of the
major probiems effecting their ability to retain high quatity first term eniisted
Merines. In s related phenomenon, Marine Corps wide separation surveys have seen

claims of too much "Famiiy Separation” climb over the past two years to the

number one cause for ot reenlisting 2. A particularly disturbing trend is that

this increased attrition because of high OPTEMPO applies to career Marines as

much as first termers®. Asa truly expeditionary force, this is an elusive
problein for the Marine Corps. Forward deployment is its stock and trade. To be
prepared, units must be on the move. The Corps may, however, be approaching an

OPTEMPD break-even point, beyond which the negatives outweigh the positives.

There are many aspects to the high OPTEM: .) dilemma. To quote the

Commanding Geneiral of the Second Marine Division in a December ‘89 message to

the Commanding General of Fleet Marine Forces Atlantic *:

“From my perspertive, the negative impact of the present pace is discernile in the following
cutegories:

A. Effect on morele and family cohesiveness produced by repeated and sustained deployment
neriods.
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B. Degradation of maintenance readiness from 1 ncreased equipment usage and corresponding
reductions of maintenance opportunities.

C. Hazarding the ability of platoon and company size units to train toward basic tactical
proficiency because of their leaders’ enforced focus on "high-level” or "special” exercises and training
requirements.

D. Changes in priorities without Larrespending funding modifications will require
reprogramming of budgetsry costs.”

The General's message clearly points out many harmful effects of a training
tempo that is set too high. While there are a variety nf statistics used to
measure aspects, such as low equipment readiness or 10w training readinecs, the
impact on pegple is more difficult to analyze. Development of data absut
individual Marines begins when the unit commander provides input through the
Unit Diary into the Marine Corps’ Manpower Management System (MMS). This
system accumulates data on individuals which is in turn used by assignment
monitors as a basis for moving people in and out of the Fleet Marine Force
(operating units). Controls used, such as Date Arrived U.S. from tours where
Dependents were Restricted (DAUSDR), were developed in an era when individua)
Marines were assigned on @ rotating basis to fixed units averseas. When the
Marine Carps stafted in 1976 from a program of rotating individuals averseas ofi a

12 month basis to a Unit Deployment concept of rotating stedilized units overseas

on @ six month basis, controls such as DAUSDR lost much of their utility ®.

A separate control measure, referred to as Accumulated Deployed Time

(ATD), was initiated in conjunction with the Unit Deployment Program It

N
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theoretically provides & basis for reassigring personnel once they "update” their
DAUSDR by compiling 365 days of Accumulated Deployed Time during their tour in
the unit. This has werkad fairly well for communities with an adequate manpower
base. From a control perspective, however, the DAUSDR anly protects the Marine
from individual ungccompanied orders to an overseas billet. As long as he stays in
8 unit that rotates on only a six month Temparary Additional Duty (TAD) basis, he
can (theoretically) remain in the unit indefinitely. This is great for unit

readiness, but hard on young families.

when a particular community is so active that Marines are required to
remain in the unit significantly beyond the 365 day mark and morale or retention
begins to be 8 problem, very few management mechanisms give the situation
visibility at a high enough level to make a correction. Individuals locked ina
deploying unit must rely primarily en the unit commander to restrain operations
or transfer problem personnel from the command. Wwhen certain skills are in shott
supply, however, transfer may be out of the question. Additionally, slowing the
pace 15 an option very often completely out of the unit commanders contrgl  He

must respond to tasking from higher headquarters, and he has a responsibility to

prepare the whaole unit for combat.




Are there ways at the higher headquarters level to identify those units or
communities that have this problem? The answer is yes - put the statistics that
could give it visibility are not being correlated with units. They are associated

i anly with the individual assignment process. Data such as Accumulated Deployed
Time is not compiled by unil at any command level. Teday there is no measuring
system, except the voice of the commander, that (ollectively addresses the
impact of OPTEMPO on individuais within a particular umt or perhaps within a

tactical community.

: The purpose of this paper is to: Tirst, examine what major Fleet Marine
} i Corps Commanders have to say aboul OPTEMPO of the individual Marine and its
l. impact; second, detail the operating pace of eight selected Battalion/Squadron
' level uniis within the FMF and cornpare some related statistics; third, generate an
| "Average Accumulated Deployed Time" and "Unit Manning Profile by Deployment
Status Code” for the eight units from MMS data; and fourth, analyze the potential
benefits of generating this data across the board for units within the FMF as a

management tool.
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WHAT DO FIELD COMMANDERS SAY?

e e e Sram—

In order to get a broader perspective, | requested information from six

CONUS based major Marine Corps Commands and received replies from five ©,

Additionally, | requested amplifying information from Headquarters Marine Corps,

which ended up being of very little value 7. The following is a summary of the
views from the commands. Without exception it shows great concern similar to
the message quoted above. There is also a sense of frustration iminating from the

responses which suggests that it is a problem that is very hard to deal with.

The following commands responded to the request for information:
Headgquarters, FMF, Atlantic
Headquarters, FMF, Pacific
Second Marine Division (Dec ‘89 msg substituted for direct response)
Secund Merine Aircraft Wing

Third Marine Aircraft Wing

1. _Is excessive OPTEMPO a morale or retention issue?

Four of the five commands indicated - yes. Only Third MAW indicated that

while it is a constant concern, "particularly in units that are very busy in between

5




UDP and MEU {50C) deploymenis”, it does not present a sigmficant morale or

retention problem at present

2. How hgs GPTEMPO been rated on separation surveys?

The Marine Carps separation survey lists 34 possible reasons for separating frem
the Marine Corps 0f those related to OPTEMPO, "Too ruch Tamily separation”™ has
the most direct correlation to adverse affects caused by deployment [t 1s rated
by the responding commands as one of the top three reasons given for the

decision to separate Marine Corps wide it is the number one reason given.

3. Do current feedhack mechanisms give you accurate, timely,_

indicators of potential morale/retention problem areas? Have you

established any unique feedback tools in your command?

The Marine Corps Entisted Separation Survey was the only formal feedvack
mechanism used by all commands 1t is interesting to note that all results of the
survey are forwarded directly to Headquarters Marine Corps for analysis. Whila
local officiaie manuslly review the surveys, no automated analysis is cone
with the results at the major command level.

Second Marine Aircraft Wing also utilizes a commanders survey. The results

of a recent one are attached to their response (Appendix D).




4. What is your view of the amount of famiiy separation thet shoeuld be

expectied of our enlisted Marines over the course of a career or an FMF

tour?

There was no command position on this question by any respondent. FMFPac
estimated that family separation in west coast based combat arms and helicopter
MO0S's range from 50-708 of the time assigned to any operational unit. They also
alluded to s primary aggravating factor stating that there are "very few
alternatives for lower ranking combeat arms Marines who become ‘burned
out’ due to the repetitiveness of operations during their first enlistment. There
are simply not enovugh billets to provide alternating tours into and out
of the FMF. During FYB83, there were 8600 "B" billets for corporal and below,
against an active duty population of 96,000."

when the guestion was put to wing chaplains within Third MAW the response
was "(1) Six-month deployments are too long and should be shortened by half, and ;
{(2) No more than approximately 25% of a Marine's tour in the wWing should be spent
in a deployed status.”

In one survey of cormmands within Second MAW, a squadron commander of fered

that "commanders should be required to ,ustify deployed time requirement over

and above 35-40%."

=~}
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5. Has your command established any unique support mechanisms, or

operational policies that minimize the adverse impact of high OPTENMPO

and increased family separation?

Suppart mechanisms - yes. All have put emphasis on improved family support
facilities aboard their bases. Secuond MAW and Third MAW have each developed
unique support structures for the families of deployed Marines. In Second MAW it
is called Family Readiness or a "Key Wives™ program. In Third MAW it is
termed the “Family Action Contact Team (FACTeam) Program”. Details of

both programs are attached to their respective responses (Appendix D).

IN SEARCH OF THE RIGHT STATISTIC - NOT SO SIMPLE

The total impact of Tast paced OFTEMPC upon the "people factor” within a unit
is hard to quantify statistically for several reasons. First, Marines assigned to
the unit come and go. Some may be reassigned to another unit after only one
deployment, whiie others may remain tn g unit for several unit deployment
cycles. This depends largely upon the MOS and availability of Marines within the

total manpower structure of the Corps for reassignment




A second phenomenon that makes the total impact of high OFTEMPQ within s
unit hard to measure ic that there are many levels of unit deployment that may
affect portions of the command differently. Deployments by the entire command
are easy to define, and their effects are uniform!y spread. The whole 1nit simply
packs up and goes. Training detachments o. /arious sizes, however, will affect
parts of the command differently. For example: when nrganizing a small
detachment (DET) it is rarely advisable to mave the administrative/record book
function, so Marines with that MOS accumulate little deployed time on DETs.
Conversely, there is always a requirement for certain MOS's such as maintenance
control and flight line personnel within an aircraft squadron. Marines with the e
MOS's simpiy rotate staying at home and being on the DETs when they are between
major unit deplogments. Firequency of participation becornes a function of the
size of the unit. Small detachment training (DETs) affects individuals within a

unit differently.

Another complicating factor is that squadrons/battalions are often task
organized or augmented with personnel from outside the basic unit Smali
detavinnents from other units tasked for support are denved fram units that have

an entirely different OPTEMPO provile. Usually the personnel from these




supporting cornmands are extremely busy. With all of these complicating factors

understood, it will be useful now to examine actual data from high tempo units.

EIGHT SELECTED UNITS

In an sttempt to define & method that will give senior carmmanders insight for
effective and timely decision making, | have identified eight FMF units for study.
Selection of these units was not random. These squadrons and battalions have
relatively constant OPTEMPO demands placed upon them from higher headquarters.
I selected units that have either just completed a full six month unit deployment

(UDP) or those who have been stabilized in preparation to an upcoming major

deployment. Listed below are the battalions or squadrons with their reason for

selection:
Marine Aircraii Group - {4 Supports forward deployment of AGE Sqdns
1- VMA(AW)-224 Just returned frem UDP {Iwakuni)
2 - VHA(AWY-555 Stabilized and preparing to deploy overseas
Marine Aircraft Group - 32 Supports forward deployment of AVEB Sgdns
3- VMA-331 Just returned from UDP (Okinawa)
4- VMA-231 Stabilized and preparing to deploy

Fourth/Eighth Marine Regiments Support forward deployment of infantry

battalions tn Sizth Fleet
10



5 - 2d Battelion 8th MHarines
6 - 2d Batialion 4th Marines
Second Marine Raegiment

7 - 3d Battalion 2d Marines
8 - 1st Baitalion 2d Marines

"UNIT” OPTEMPO

Just returned from UDP

Stabilized and preparing to deploy

Supports forward deployment cf infantry
battalions to WESTPAC

Just returned from UDP

Stabilized and preparing to deploy

Before attempting to analyze data ubout individuals within the eight units,

let us look some unit statistics beginning with the number of days aver the past

two years that the unit has actualiy been deployed from home base 8

Unit

VMA(AW)-224
VMA(AW)~-533

YMA-331

YMA-231

2d Battalio ., 3th Marines
2d Battalion, 4th Marines
st Battalion, 2d Marines

3d Battalion, 2d Marines

Number of days Deployed Over 2 Yrs

Det Unit Total
55 310 365
181 185 366
- 287 267
73143 216
10 342 352
- 280 280
- 301 30°

na response

Average 306

11



Listed below is the number of days between return from a major depioyment
{(defined as 5 months or longer) and the beginning of subsequent training

deployments of over 10 days sway from home base.

Unit Number of days for family adjustment
following a major depioyment

VMA(AW)-224 134 days *

VYMA{AW)-533 93 days

YMA-331 45 days

YMA-231 Mo recent deployment of 5 months or more.
2d Battalion, 8th Marines 150 days

2d Battalicn, 4th Marines 30 days

15t Battalion, 2d Marines 64 days

3rd Battalion, 2d Marines No response

* Note: Heavy Workups for Carrier Qualifications (CQ) commenced within 30 days
of arrival back in the US., however, the actual CQ deployment was only 2 days for

the aircrews and 10-15 days for a small number of maintenance personnel.

12




COLLECTIVE "INDIVIDUAL" OPTEMPO BY UNIT

Before beginning this section | must acknowledge special assistance provided
by the Information Systems Branch of the Manpower Department at Heasdquarters
Marine Corps, especially CWOD Helmbrechi and Sgt Buzzard. Their willing help and
superior expertise produced the e:oftwere which provided information listed beiow
{Average Accumulated Deploued Time, Unit Manning Profile by Deployment Status

Code, and Unit Date Current Tour Gegan). This inTormation would not otherwise

have been available in this format 2.
AVERAGE ACCUMULATED DEPLOYED TINM:

There are a variety of data and codes assigned to individuals within the MMS
system which, if compited by units, may be useful in determining the impsact of 8
unit's OFTEMPO upon individual Marines within the command. The first of these 1s

Accumulated Deployed Time (ATD) which we have previeusly discussed MCO

F1050.35 (PRIM} defines ATD as follows '%: “This data element is designed to be

used only by FMF units as identified in MCO 1300.8 and represents the individual

13




Marine’'s tots' time in days deploged white jcined chargeable to an FMF unit Each
ADT entry will adjust the Date Arrived U.S. where Dependents were Restricted

(DAUSDR) to compensate for periods spent in a deployed status. Periods of ADT of

less than 10 days will not be reported or accurnulated.” Listed below is & specisl
report generated at Headquarters Marine Corps which provides information as to
the minimurn and maximum amount of ADT listed for an individual within 2ach of

the eight selected units. It also provided the average individual ADT for the unit.

Accumulated Denloyed Time

Unit Min Max * Avg
VMA(AW)-224 R 361 167
VMA(AW)-532 Z 363 210
YMA-331 5 361 217
VMA-231 5 355 121
2d Battalion, 8th Marines ** *® **
2d Battahon, dth Marines 1 362 106
3rd Battalion, 2d Marines 5 364 194
Ist Battalion, 2d Marines 1 364 154

*Note: Once an individual reaches 365 days while assigned to the unit

his DAUSDR 1s updated 1o that date and his ADT goes to zere

*%Note: MMS Systern at Headquarters presently shows the 2/8 RUC as deployed
and not updated

14




~— MANNING PRCFILE BY DEPLOYMENT STATUS CODE

The Deployment Status Code 1s another bit of information entered into the MMS

by the unit to portray certain information concerning the individual Marine.

Quoting MCO P1080.35 (PRIM), "The DSC identifies a Marine’s deployment status

during & current FMF tour. This data element is used by the CMC (MMOA and MMEA)
to determine a Marine’s eligibility for assignment and to monitor unit personnel

strengths. The DSC identifies Marines vho are scheduled for, serving on, have

completed, or who are not scheduled to participate in future depiogments of at

least 5 months duration.” Again, this is a piece of information collected about

; —_ individuals which, if sorted by unit, may give information as to the impact of

UPTEMPO within that unit or community.




Before looking at the Units, let us examine the definition of each code '
DEPLOYMENT STATUS CODES

Code Deseriplion

blank Unknown DSC is reported if a Marine just joined an FMF unit

0 No deployments® completed and Not scheduled for deployment
1 Scheduled for or serving on first depioyment

2

Completed first deployment , and not scheduled for any future
depioyments at this time.

Gl

Completed first deployment, and is scheduled for or serving
on second deployment
4 Completed second deployment, and not scheduled for any
future deployments at tins time.
3 Completed second {(or grzater) deployment, and is scheduled
for or serving on third {(or greater) deployment.
6 Completed third {(or greater) deployment, and is not scheduled

Tor any future deployments at this time.

*Note: The term "deployment” in these definitions refers to periods of 5

conserutive months or more.




The following 1s a profile by actual manpower nurnbers and percentages for each
DSC code within each of the eight units.

Manning by Deploument Status Code

Unit g 1 2 3 4 9 ¢}
VMA(AW)-224 2 22 15 57 30 41 9
3 1 13 e 32 17 SRS R
| VMA(AW)-533 ! 58 4 g3 2 22 2
L 3 IZ2 50 2 1x ot %
‘__: VMA-331 16 o 134 0 17 0 !
‘ T 11 75 10 T
! VMA-231 16 18 1 5 2 4 0
3 & 687 2 1z 0
| : 2d Battalion, 8th Marines *
: 2d Battalion, 4th Marings 200 733 26 325 21 10 2
' 3 64 2 9 2 l %
| 3rd Battalion, 2d Marines 6 ] 465 3 256 O 16‘——
I T a3 34 2%
* 1<t Battation, 2d Marines 123 146 198 90 171 21 60

% 15 8 24 R I I 7%




UNIT - DATE CURRENT TOUR BEGAN

Date Current Tour Began is the date that an individual joined the unit. Listed

below is tie assignment date of the individual that has been there the longest and

the one who has been there the shoriest period of time. The third column is the

length of time to date for the tour of the Marine who has been in the command the

longest. An average length of service within the command or "Unit - Date Current

Tour Began” may be instructive here but it is not yet &vailable.

UNIT

VHMA{AW)-224
VMALAWI-533

VIra-331

VMA-231

2D BATTALION, 5TH MARINES
2D BATTALION, TH iMARINES
15T BATTALION, 20 MARINES

3RD BATTALION, 2D MARINES

ASSIGNED TU THE UNIT
LONGEST  SHORTEST LONGEST TOUR
800517 900105 10 yrs
780405 ggt1207 12yrs 1 ma

800229 900112 10yrs 3 mo
g10407 go1221 9yrs |t mo
(ND DAT A}

g30311 891230 fyrs 2 me
620802 900109 / yrs 9 mo
830329 090725 Tyrs 2 mo




COLLECTIVE iNDIVIDUAL OPTEMPD DATA - AN ANALYSIS

in the past few pages we have looked at two types of data, unit statistics
and MMS information about individuals. Additionally we have made some unigue
unit correlations of the MMS data. Our objective is to find a method of flagging
an area of potential personnel problems resulting from high urit OPTEMPO. We

have intentionally looked at deploying units which will be most at risk for this

type of phenomenon.

The first set of data was unit statistics detailing the number of days

deployed aover a 2 year period. This information put figures to a simple fact of
life in the Marine Corps, "being in the FMF is being on the road.” There was some
spread in the actual number of days deployed by unit and by comtnunity, and ome
variation as to the use of detachments. All were quite busy, however, with an
average of nver 300 days deployed in o two year period. While it 15 interesting
that there is no routine method of compiling this type of informaticn at a level
peyond the major command level, this data appears to slittie light on just how the
fast training pace sclually effects individuals in a command. Are there sufficient
individual Marines rotating through the unit to offset adverse personal effects

caused by @ high OPTEMP0? At face value a comparison of these urit statistics

19




simply doesn’t qo far enough toward answering this tupe of question or
determining when individuals of certain umts or cormunities are besaiing rnore

than their fair chare ot the OPTEMPO burden.

The next g2t of statistics dealt with individua! data compiled by unit;
Average Accumuiated Deployed Time, Manming Profile by Deployment Status Cade,
and Unit - Date Current Tour Began In each case we compiled, averaged, or sorted
the data about individuals by unit, attempting to gain insight into thoce which

may require JFTEMPO adjustment or cinser management.

Our first attempt was to average accumulsted deployed time witnin the unit.
The numbers were surprising in that anatlyzing thern by unit provided very little
insight into the broad impact There were Marines in the unit with only 1 day of
accumulated deployed time, and there were some with up to 264 days, but no
more. The minmumum numbers indicated only that there were people in the unit
that had just started accumulating depinyed time toward their next DAUSDR.
There was no way, however, to difterentiate between individusls who were fresh
recruits working for theiwr first control date, and senior Marines who had been on 3

or 4 unit deployments - recently updated theiwr DAUSDR for the third time - and

were too critical to the urt Lo be transferred In any particular snapshot of the




data, they both would have a small amount of accumulated deployed time. At the
other end of the spectrum were Marines with high numbers. Simiiar to individuals
from the previous group, an individusl with high numbers may have been in the
unit Tor 2 years or 10. He was simply at a point in the sccumulation of deployed
time at which he was just abeut to update the DAUSDR control date in the MMS
system. With the minimum and maximum numbers clarified, it is easy io
understand that without changing the method of recording the ADT data, simple
averaging is essentially mesningless for our purposes. While "Average
Accumulated Deployed Time” sounds like precisely the information we are
seeking, in actuality unit analysis of this particular bit of information (from data
as it is currently recorded in the MMS) is of very littie value.

Another part of our analysis of individual dsta was an examination of the
Date Current Tour Began with a view toward gaining insight into just how ltong a
Marine was assigned to a unil. From the data we cen generalize that Marines in
ground units are usualily assigned for a shorter period of time. While we were not
yet able 1o get the actuai average time within a unit {information to follow), it is
clear from the look at those assigned the longest that there is a significant
difference between aviation units {(Marine assigned the longest - averaged 10
years, 4 months) and ground units {Marine assigned the longest - averaged 7 years,

4 months).




The Date Current Tour Began represents, however, onty the amount of time
assigned to that particular unit. It is possible to move from battalion to
battalion or sguadron to sauadron and continue to deploy. In such a case the
Marine may go vn two deployments with one unit accumulating 260 days, and if he
is subsequently assigned to another deploying unit within tne FMF, the Date
Current Tour Began will show that hr: pus only recently joined the unit. His
accumulated deployed time, hovever, will be high and continuing to build. Again,
this infarmation is interesting, and while it may give us a clue as to where the
chances are greater for the existance of a high individual OPTEMPO, it is not
productive as a positive indicator.

The analysis with the most potential without changing any collection
methods is cleariy the Unit Manning Profile by Deployrnent Status Code. For ease

of reference let ine repeat the previous data using anly percentages.

Manning Profile by Deployment Status Code

Unit 9 1 2 2 4 2 b
VMA{AW)-224 £ 1 i3 e 32 17 2% 0 %
YMA({AW)-533 & 32 50 2 - T
YMA-331 }Z_ 11 7 10 %
YMA-231 % & g7 2 ! 2 o d
2d Battalion, Gth Marin: 5 *

2d Battalian, 4th Marines 3 @ Hd 2 29 2 1 %
Zrd Battalion, 2d Marines w’o 4 1 ‘ .fn'f--* o 3d R ¢
ls1 Battalion, 2d Marines ‘_f-% IH wlﬁ _1 ) *T ) 21 3 TR

22
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What can we determine about the eight units from this data (Note: DSC code
definitions are located on page 11). I will frame the analysis around & generaily
accepted goal of retcining a Marine in a unit until he has completed two major

deployments and then transferring him to a non-deployable unit for a rest.

Analysis of the DSC profile indicates that YMA(AW)-224, over and above all
others, is clearly in the danger zone with regard to OPTEMPO. The unit is staffed
with 23% Code S's, those wha have completed or will complete 3 or more straight
deployments and are scheduled for the next one. An additional 22% are defined as
either Code 4 or 6 {completed two or more deployments and nat scheduled for
future deployment) Wwith the high incidence of Code 5's, | believe that further
study would support a finding that there is a high correlation between this 22%
Code 4/6'< and attrition from the Marine Corps by reason of objecting to high unit

OFTEMPO. The sbility to make this observation alone validates the merits of this

methodology as an indicator.

Another cbservation is that there is a clear difference between gqroups The
two A-6E squadrons in MAG-14 (224 &5323) have a high incidence of Code 9%

Meanwhile the two Harmer squadrons in MAG-32 (331 &231) are v nned in such a
23




fashion that 90% and 95% (respectively) of the manpower within the unit are Code

| 2 or less, have corapleted but one major deployment and are not scheduled for
another This clearly has implications for the decision maker. There may be an

| explanation for this apparent disparity and indeed canversations with the

I. commanding officers of these two Harrier units indicate that they are exceedingly

busy with multinle detachments . Alsg, it is true that the situation may change as

Harrier squadrons begin the Unit Deployment Program again. Thers is, hawever,

sufficient disparity to warrant further examination and the passibility of a
Y 4

manning or operational change for the units involved. Again, the DSC profile

shows utihity as a management tool.

Sirmilarities ir the profile of two units in the 2d Marines is further support
fur the accuracy of this data as anindicator. Consistency in the manning profile
indicates close personnel management with 96% and 903% {respectively) Code 4 or
| Jawer, thus meeting with our guideline assumptions. While the similar profiles

within the regiment indicate consistency in manning pelicies, deviations between
\ groups and regiments cause a question as to whether differences in
interpretation of the rules governing an assignment of DSC codes may exist. For
axsmple, What does the phrase “not scheduled for any future deployments

- at this time™ mean to the adrninistrator who will input the DSC code into the
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MMS system? Does it mean the Marine is being separaied from the Corps prior te
the next deployment; or the Marine is being transferral prior to the next
depioyment; or the unil is not operationally schaduled for a major deployment in
the foreseeable future? It may mean any or all of these. This indicates some
reascn to recommend further study of our application of DSC Codes with o view
toward verifying interpretation. Such & study along with expanded utihzation of
the Unit Manning Profile by Deployment Status Code may produce g rationale for

expanding the Code system.

if our goal is to transfer troops after the second major deplioyment, then it
would appear that as many Marines as possible should be code 4 ar iess. Four of
the eight units analyzed fall into this profite with 88%. Three units have 10% or
mare ode S and 6, and in the case of VMA(AW)-224 1t is 28%. In this particular
piroiile | believe the percantage of Code S's is the data to key on for identifying
units that are manned with individuals that are being excessively tasked, and for
understanding just what is geing on with personnel assigned a Code 4. in
VMA(AW)-224's case with 238 code 5, there is a good chance thal o large nuimber
of the 17% Code 4's represent attrition. This can be contrasted with the case of

15t Battalien, 2d Marines with 212 Code 4's but only 38 Code 5. In that case it

seems reasonabie to expect that the high number of Code 4's represents effective
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accomplishment of our goal of transfer prior to the third deployment vice

atirition.

CONCLUSICN AND RECOMMENMDAT IONS

As discussed at the outset, there is reason to believe that the operating
tempo of FMF units within the Marine Corps is becoming an obstacle to retention
and may be effecting morale in some units. With a possible cut back of land based
forward deployment sites in the future, it is also likely that the OPTEMPO
required of Marine FMF units will remain unchanged or perhaps increase in
response to increased demand for sea based units from the various CINC's.
Mechanisms used to control the adverse impact of OPTEMPO upon individuals (eq.
DAUSDR, Date Current Tour Began, etc.) were developed prior to the advent of the
Unit Deployment Program. While they are still effectively used for individual
assignnient purposes, there is no system which presently gives visibility to the
collective impact of OFTEMPO upon individual Marines. In other words, while one
can call up a Marine’s name in the MMS to find out his current depioyment status
and determine the amount of time thal particulaer Marine is spending on the road,
no sysiem exists fram which one can generalize about collective individual
OPTEMPU within the Marine’s unit, & group of units, or an entire MOS community.

An effective mansgerment tool 1s missing.




Unit analysis of individual data in the MMS system can provide this link. The
software methodology to accomplish these comparisons were developed within
the Manpower Department at Headquarters Marine Corps {Cade MIS) in response to
this study. The cancep. of Average Accumulated Deployed Time by unit can
provide useful insight, however, it would require the following relatively simple
change to our method of recording the data. Instead of zeroing out the
Accumulated Deployed Time each time a Marine achieves 360 days, continue to
update the DAUSDR at each 360 day interval, but continue to build the deployed
day tally until the Marine is transferred. With this simple change, the system
will allow for an accurate unit analysis showing 8 real average for the total
amount of Accumulated Deployed Time being experienced by Marires within that

unit, that group, that MOS, or that skill community.

The most promising analysis, that can be effected without any change to a

method of collecting data, is @ comparison of Unit Manning Profiles by Deployment

ysis based on the percentage of Code 5's within a unit has merit
as an exceptional indicator |t also seems likely that there are other
relationships that can be developed, such as the probability that units having a

high percentage of Code &'s also have high attrition factors in Code 4's and 6's.




It is recommended that & minor adjustment be made to ADT recording and
Average Deployed Time be promulgated by Unit as & manageinent tool.
Additionally, it is recommended that pramulgation of a Manning Profile by
Deployment Status Code be endorsed. Cormplete study of relationships in this
profile may increase its potential as a management tool and accrue even more

benefit far individual Marines and the families of Marines assigned to high tempo

units.




NOTES

1. Reference an article titled "OP TEMPQ Foils Corps Career Planners Work™
on page 4 of the 11 September issue of the Navy Times.

2. Reference multiple telephone conversations during November 1989 with
experts in the Manpower Department at Headquarters (LtCol Rich England, and Maj
John Curry, and Maj Carmpbell).

3. Reference the author's field experience as an executive officer and

commanding of ficer of a deployable AGE squadron in the Second Maring Aircraft
wing from 1985 through 1989.

4. Commanding General 2d Marine Division message to the Commanding
General Fleet Marine Forces Atlantic (020001 Dec 1989 - unclassified). The
entire text of the message is attached as Appendik B.

3. Author's apinion.

€. A copy of one of the 6 requests far information from majer CONUS
commands (all letters were similar) snd copies of all of the responses are
attached as Appendices C and D.

7 A copy of the letter requesting information from Headquarters Marine
Corps along with the response is attached at Appendix E.

8. A copy of one of the jetters requesting information from the eight
selected units and all responses received are attached as Appendix F. Information
appearing in the data which can not be found in the responses was received
directly from the unit by phone.

Y. A copy of the three computer ouiputs forwarded from Headquarters Marine
Corps Manpawer Department (Code MIS) are attached as Appendix G.

10. The pertinent page (ADT) from MCO Plose.3s(PRIM) attached as Appendix H.

11. The pertinent pages of MCO Peseas(FRIM) is attached as Appendix |, wi'n
complete definitions of Deployment Status Codes.
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LIST OF APPENDICES

A. Point Paper summarizing major findings of the paper, drafted in lieu of an
Executive Summary.

B. Complete text of CG 2d MarDiv message 0200017 Bec 89, subject OPS TEMPO.

C. Letter from LtCol J. L. Whitlow to the Commanding General, Fleet Marine Force
Atlantic dated 14 Dec 1989. Letters to all other major commands were exactly
the same.

D. Responses to the ietter requesting information from major commands.
- Letter from Lt Col Manning (FMFLant G-1) to LtCol J. L. Whitlow dated 10
January 1990
- Letter from Commanding Genersl, Fieet Marine Force Pacific (signed "ty
direction") dated 11 January 1990.
- Letter from Commanding General, 2d Marine Aircraft Wing, (undated) with
3 wide variety of enclosures.
- Letter from the Assistant Chief of Staff {(G-1), Third Marins Aircraft
Wing dated 12 January 1990 with enclosures.
- CG 2d MarDiv message in Appendix B substitutes for a response to the
request for information.

E. Letter from LtCol 4 L. Whitlow to CMC Washington, D. C. dated 5 Jan 1990
rrquesting information, and the undated CMC response.

F. Letter from LtCol J. L. Whitlow to the Commanding Officer of YMA(AW)-533
requesting information (letters to all of the remaining 7 selected units were
identical) Also attached are all of the written responses.
6. Three Computer cutputs from Headquarters Marine Corps (Code MIS).

- "Active Deployment Time" - Computer analysis dated 25 Jan 1990

- "Date Current Tout Began™- Computer analysis dated 25 Jan 1990

- "Tabie of Unit Data by Deployment Status Code” - Computer anaiysis dated

February 1990

H. Excerpt from MCOA#TPRIM) page 8-7 (Accumulated Deployed Time)
| Excerpt from MCOPeRTPRIM) page 8-87 (Deployed Status Code)

J. AU Defense Analytical Study Administration Forms
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POINT PAPER
16 April 1990
Subj: A Method for Collectively Measuring the Operating Tempo of Individuals
in Marine Corps Units - Why and How

Rei: (a) Study under the subject title conducted at the Air War College April
1990 - Available upon request
{b) CG 2d MARDIV 0200017 Dec 89

1. Background. As detailed in reference(@high OPTEMPO 15 increasing named as a
cause for retention/morale problems. FMF Commanders are showing concern, as
evidenced in referencefbl With reductions in Army Forward deployment, demands
for sea based Marines will continue to drive a high training and operating pace.
There is no current Marine Corps system to provide insight for the senior
commander into the collective impact of high OPTEMPO upon individuals.

2. Discussion.

- Present systems do not provide sufficient feedback or insight
-- Separation Survey - feeds straight to CMC
~~- Little automated feedback for FMF commands
--- Administration of SS has been poor (data questioned)
-- No other "cross the board” systems (some local).

- Individual control mechanisms are inadequate
-~ DAUSDR origtnated prior to UDP
-~- No protection against cantinuous 6 month deployments
-- in fast paced UDP cycle "Date Current Tour Gegsn”™ doesn't mean stabrlity

- CO's increasingly unable to slow the pace (hi-vis operations, hard requirements
for training prior to deployment)

- Need syster to provide insight for senior decision makers

3. Recommendation. Unit analysis of individual MMS data

- Most promising is Unit Manning Prafile by Deployment Status Code
-~ Percentage of Code 5's is a key indicator
~~- Definitions and Sample on next page
~- Many profile relaticnships to be studied
-~- eqg. high percentage of Code 5's vs high atirition, low morale
- Um? Average Accumulated Deployed Time
-- Requires change in recording ADT:
Continue to update DAUSDR at 360 days, hut don't zero ADT on update
-- High potential for simple analysis

32




DEPLOYMENT STATUS CODES

SN Code Descripticn
blank Unknown DSC is reported if a Marine just joined an FMF unit
0 No deployments* completed and Not scheduled for deployment
| Scheduled for or serving on first deployment
2 Completed first deployment , and not scheduled for any future

deployments at this time.

Completed first deployment, and is scheduled for or serving

on second deployment

4 Completed second deployment, and not scheduled for any

future deployments st this time.

Completed second {or greater) deployment, and is scheduled

for or serving on third {(or greater) depioyment.

) Completed third {or greater) deployment, and is not scheduled
for any future deployments at this time.

(!

(84}

*Note: The termi "deployment” in these definitions refers to perinds of §
consecutive months or more.

— REAL WORLD EXAMPLE ACCURATE AS OF FEBRUARY 1990

Manning Profile by Deployment Status Code
Unit 0 1 2 3 4 S 5]

VMA(AW)-224 A 13 3 2007 2205 &
VHMA(AW)-533 g R 2 €0 2 iz [
VMA-331 % H 7 10 A
YMA-231 3 5 iy 2 f 2 o3
2d Battalion, 8th Marines *

2d Battalion, 4th Marines % 2 6l i 24 2 | 3
Ird Battalion, 2d Marines { il RE! 42 S
st Battalion, 2 Marines § 15 18 24 i 41 & 7 &
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DEPARTMENT OF THE NAVY
UNITED STATES MARINE CORPS
MARINE CORPS REPRESENTATIVE, AIR UNIVEHSITY (AU,
MAXWELL AIR FORCE BASE, ALABAMA 36112-5000

1i Dea¥i

From: LtCol J. L. Whitlow, U.S. Marine Corps
To: Commanding General, Fleet Marine Fouce Atlantic
Norfolk VA 23515-5001

. Subj: Request for Information

B Encl: (1) Proposed Problem Statement for Defense Analytical
] Study

1. I am one of five Marine students in the Air War College at
Maxwell AFB, AL. In th< course of our curriculum, we have the
opportunity to study some facet of the Defense establishment with
a view toward honing ¢nalytical skills and providing useful
information for decision makers. The enclosure briefly describes
, my topic. It is a subject that is on the hearts and minds of
| many unit commanders as they seek ways to nminimize the advecse
effects of high OPTEMPO on morale and retention within theiry
unit. With the sgspecter of force structure cuts a“ hand, and the
very real possibility that CINC's will recuire at least as iuch
forward deployment as in years past, maintaining high unorale
within our units will require a more analytical view toward
developing an appropriate OPTEMPO.
. S .
; 2. In the course of studying this topic, I hope to accomplish
' the following:

a. Clarify the problem (if it exists).
b. Examine feedback mechanisms, and recommend improvements.

° c. Provide recommendations thabk may ninimise odverse
- ef fects.
i
3. In order to provide an accurate study, I need input from v
commanders. Accordingly, T am soliciting your view: oo tnoe

following questions:

a. Is excessive OPTEMPO a morale or retention issue For oy
individuals, units, or groups of individuals/units withiu your
command? (MOS peculiar?)

. b. How has OPTEMPO been rated on separations surveys ovar
the past three years? Noes it correlate to any svecific uni s or
M0OSs?

c. Do current fecdback mechanisms give you accurate, timely,
indicators of potential morale/retention problem areas? Have you
established any uniqgque feedback tools in vour command?

39




d, In a peacetime cnvironment, without funding 2r focoo
structure constraints, what is your wicws of the amount of fawit.
separation that should b2 expected of our enlis d wmarine: ovoe
the course of a career, and over the course of a 3/4 yoa
sperational tour?

e. Has your command established any unique suppo-t
mechanisms, or operational policies that minimize the adverse
impact of high OPTEMPO and increasad family separation?

3. Realizing that this 1s a busy tiwme of year, [ will be mosgt
appreciative of any assictance you can give me in developing this
information. Tt would be of great benefit it 1 could receive
reply by L5200 Januacy 1990, For any clarivying iaforation,
please call me at (AV) 2R5-21D22.

A o '/f}/

Very vespectfully,

.7 (/

s /“‘ .‘__

YA, fanroLsw
tCot T US4

4
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UNITED STATES MARINE CORPS

HEADQUARTERS
FLEET MARINE FORCE,ATLANTIC
NORFOLK,VIRGINIA 2381¢£—8000 IN REPLY REFER YO
1000
1
10 Jan 90

From: Lieutenant Colonel Michele Manning, Deputy Assistant Chief
of Staff, G-1
To: Lieutenant Colonel J. L. Whitlow, U. S. Marine Corps

Subj: REQUEST FOR INFORMATION

1. 1In response to your reguest, the following general comments
concerning the three primary major suburdinate commands (MSC’s)
of the II Marine Expeditionary Force are forwarded:

a. 24 Marine Aircraft Wing

(1) Is OPTEMPO a morale or retention issue for any
individuals, units, or griups of individuals/units within your
command? Yes. One particular MOS stands out (6467, Aircraft
Integrated Weapons System Technician OMA), as the Wing population
is 37, with only 2 currently deployable. The other 35 do not
intend to reenlist, and the primary reason given is OPTEMPO.

(2) How has OPTEMPO been rated on separations surveys
over the past three years? OPTEMPO has been the number one
reason for separatior on questionnaires over the past three
years.

(3) Separation surveys are the only tools used at this
time.

(4) In a peacetime environment, without funding or force
structure constraints, what is your view of the amount of family
separation that should be expected of our enlisted Marines over
the course of a career, and over tha course of a 3 or 4 year
operational tour? No response.

(5) Has your command established any unique support
mechanisms, or operational policies that minimize the adverse
impact of high OPTEMPO and increased family separation? VYes.
An extensive ramily Readiness Program, run by a civilian
coordinator, Ms. Phyllis Price, Autovon 582-3236.

b. 2d Force Service Suppert Group
(1) Yes. No particular MOS, or unit.

(2) Number 3 on Questionnaires.

(3) Enlisted Separation Questionnaires are only tools
used presently.
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Subj: REQUEST FOR INFORMATION

(4) No more than 2 deployments a tour, offset with FAP
billets as a break.

(5) Yes. Wive’s Clubs and Family Readiness Center.
c. 2d Marine Division

(1) Yes. 03XX and 08XX retention/morale very low of
first term Marines,

(2) Number 3 on Questionnaires. All deploying units in
Division,

(3) Enlisted Separation Questionnaires.

(4) No answer provided.

(5) Yes. Family Readiness and Wive’s Clubs.
2. POC at FMFLant is Lieutenant Colonecl M. Manning, Autovon
564-6329/6281. The individuals at the MSC’s who personally deal
with separation surveys and could perhaps provide a mcre detailed
picture are:

a. 2d Marine Aircraft Wing, 1stSgt Reese, Autovon 582-5916.

b. 2d Force Service Support Group, GySgt Lundstrom, Autovon
484-1334.

c. 2d Marine Division, MGySgt Thibault, Autovon 484-2116.

37?[771onoh:253
M. MANNING
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UNITED STATES MARINE CORPS

HEADQUARTERS, FLEET MARINE FURCE, PACIFIC
CAMP H. M. SMITH, H1 26481 - H0M

IN REPLY REFER TO:

1040

1PRB

11 Jan 90
From: Commanding General, Fleet Marine Force, Pacifac
To: Lieutenant Colonel J. L. Whitlow, USMC, Air Universi.vy,

Maxwell Air Force Base, Alabama, 36112-5000

Subj: REQUEST FOR INFORMATION
Ref: {a) Yr ltr of 14 Dec 89
1. FMFPac does not have a career planner, retention officer, or

SNCO biilet on the staff. Vigibility on retention statistics and
separation surveys as well as attitudes and perceptions
encounteraed by unit career planners are therefore very limited or
not readily available. However, correspondence from major
subordinate commands, telephone digcussions with CMC (MMEA-6) and
west coast and Hawaii career planning offices, and discussions
with FMFPac staffers with recent FMF command or wtaff experience
have revealed some information which may be useful for your
requirements as gstated in the reference. There has been
ingufficient time to gather much hard statistical data so the
following responses are largely based on 1mpressiong and recall by
involved individuals.

a. OPTEMPO is indeed 3 major contribhutor to dissatisfaction
among Marineg, egpecially during the first two enlistment periods.
Further, the impact of OPTEMPO isg of increasing concern to leaders
and retention plannera, not only because of the obvious demands
for long work days and frequent and/or extended separations, but
alse for correlative affects on other aspects of military life.

{1) The effect of the pressure= resulting from family
separations 1s being felt across a much larger praoportion of
junior enligsteds. Increacgingly, first and second termers are
married or have parental responsibilities. The youth,
inexperience, low income, and lack of sophistication of thege
familiesa exacerbate the problems normally associated with long
hours and separationg.

(2) Long hourz and frequent deployments are the mozt
cbvious, direct consequances of high OPTEMPO. However, perhaps of
wqual concern is the "vripple” effect of that activity. The young
Marine with no family considerations 15 increasingly becoming
frugtirated by the limitations on other activities i1mposgsed by
unceasing operations. Individual training often suffers due to
vwxerci1sey, The opportunity to pursue off duty education becomes
vary limited. Extabligshing any type of =zocial life outside the
military environment ig very Jdifficult.
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Subj: REQUEST FOR INFORMATION

(3) The cumulative effect of unrelenting exerciges and
deployments is frustrating and exhausting acrogs the entire
! spectrum of combat arms, support and service support, and aviation
! MOS'y. QRetention difficultiegs are most acute in combat arms and
aviation. The Marine Corps offers very few alternatives for lower
ranking combat arms Marines who become “burned out” due to the
' repetitiveness of operations during their firgt enlistment. There
' are simply not enough billets to provide alternating tours into
and out of the FMF. During FY 88, there were 8,600 "B" billets
' for corporal and below, against an active duty population of
96,000. A large portion of these "B billets are MOS sgpecific,
. i.e., 01, 04, 30, etc. Aviation Marines may find more job gsatis-
' faction, but the same frustrations of high QPTEMPO can push them
into the increasingly lucrative civilian sector dcmanding their

: skills. For example, a large number of airliine mechanice are
; reaching retirement as airlines and aircraft manufacturing
: continues to expand. The competition in the civilian economy taor

trained aircraft technicians is growing even more rapidly than
that for pilots.

. —_—~—

|

i b. Separations surveys are collected at the unii level and
either submitted directly to HQMC or congolidated at the senior
MEC . Inquiries to HQMC and joint career planning offices revealed

E that high OPTEMPO becomes a larger factor against reenlistment as
the individual becomes older and has more military experience.
However, financial concerns, advancement/agssignment opportuniticc,
‘ and unsuitability of the military life are of equal or larger
| concern to many first and second fLtermers.

¢. Commanding generals of divisions, wings, and FSSG's
receive feedback from commanders and their staff career planners
as well ag from HQMC. The information is gathered by separations
gurveys and personal interviews by career planners and commanding
i ctficers, The existence of unique feedback tools at any command
. level is not known.

d. Estimates of separations for wast coast based combat arms
and helicopter MOS Marineg range from 50 percent to 70 percent of
the time assigned to any operational unit. Marines in fixed wing
squardons deploy less often unless their gquadron is agsigned 4o a
Navy carrier air group. Ag previously indicated, combat arms
Marines can expect little relief from the OPTEMPO until they
. become sergeants and are eligible for more non FMF assignments.

; Hawaii1 Marines tend lo be deployed less often but for longer
— periods due to the logisticg involved in unit movement to CONUS or
other of{f island training areag.

e, Support mechanigmg or groups exist normally at the
battalion/squadron level, with involvement and support from higher

@
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Subj: KEQUEST FOR INFORMATION

commands. Each unit’'s method is structured to fit that unit's
particular needs according to the local environment, the character
of the unit’'s operations, the composition of the dependent
population, etc. Most are variations of the Navy's Ombudsman
Wives program developed for ship crew dependents. Installations
have Family Service Centers and various counsgelling activities to
provide aggsigstance. Operational policies, on the other hand. are
far more difficult to develop with minimization of OPTEMPO as the
goal. Most operations/deploymentz are externally driven and out
of the control of the local commander. The .nit commander will
normally attempt to tailor the unit's activities with
personal/family considerations 1in mind, but guite often the timing
and nature of operationa forces thosde considerations to become
secondary. Any break in exercisges and deployments must be used
for intense individual training, maintenance, etc.

2. In summary, the steady increase in OPTEMPO over the last 8-10
years may have reached a point of diminishing returns, 1.e., the
gaine in readiness realized from numerous realistic exercises and
deployments are being eroded by increasing dissatisfaction,
dacreasing morale, and loss of experienced personnel. However, a
careful balance is critical. Readiness remains the priority.
Further, the level of OPTEMPO must allow the Marine, especially
the younger individuals, to be busy & majority of the time.
Otherwigse, boredom may become as acute a problem as overactaivity.

3. Headquarters, FMFPac action cfficer is Maj Burton, G-1/PRE,
AUTOVON 477-6228.

WfﬁWJ

RICHARD E. BURTON
By direction
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UNITED STATES MARINE CORPS
2d MARINE AIRCRAFT WING, FMF, ATLANTIC
MARINE CORPS AIR STATION

CHERRY FOIMT, NORTH CAAOLI i 2853.46001 N Ty 1 1O

From: Commanding General, 2d Marine Aircraft Wing
To: Lie tenapt Colonel J. L. Whitlow

Dear Lie t” Colonel Whitlow

l. &As recent commander of VMA(AW)-533 I'm sure that you are
familiar with many of the commitments that drive the 24 Marine
Aircraft Wing's OPTEMPO. During FY-89 this Wing flew a record
155,477 flight hours and our goal for FY-90 is nearly 158, 000
hours. As you can appreciate the Flight Hour Program is only a
small part of OPTEMPO. The percentage of personnel on hand in
relation to our T/0 has decreased over the past couple of years
while cur world wide commitments have increased.

2. The solution to reducing our OPTEMPO is as simple as it is
difficult -- reduce our commitments. Unfortunately, regardless
how busy our schedule gets, certain training events are required
to keep our aircrew proficiency at an acceptable level for real
world contingencies; however, whenever possible we have reduced
or combined unit training deployments, and reduced Wing directed
events.

3. To assist you in your research, i've enclosed copies of some
recent studies on our OPTEMPO. Good luck in your endeavors at

Maxwell.
. .
%’ /_,-—-—"'
(74

R. A. GUSTAFSON
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o SYHOPSIS OF “"RETENTION OF QUALITY MARINES™ RESPONSES
- SUB. AHSWER 10O CG 2ND MAW MSG 13135674 APR 89

- UPTENPO: The number one raeasnon for our problems in 1t
Term Relention.

-~ TFawmily Separation: OQPPEMPO is even affecling onv
sgasoned Murines. Qur Jr. BEulisted and Jdr. Oflicery
#g woll are finding thig much family separatiou
intolernble over the long haul.

-~ Bducabion: Yur Jr. Marincs are finding it diflicull

’ to enrabll/eomplebte any bLype of off duty oducatian.
! Tuition annisbance money in lowslt due to inability Lo
complete collepe courses. -

-~ Time of € in ofbten used nas n method aof building moval-
and rewnrding our yonng Marineg. Curcent OLTEMDPO
docreasca tha opportunilty to use this tooi.

- PROMOTIOH: The sktntement "HONC ia working ou Ll problem”

ig neol convincing vur young Marinea Lo slay.

K Hoto:  We Lelieve HQMC now hans the "Big Pickuee" and Lhuw

tix Lo the problem is being implementnd.

|- Howaver, this will teke gome time to sponl up nnd
2 FY-89 Marines will probably not be around to

o baenel L.
j - JOB SATLIGFACTLON:
-~ Lack of Recsopgnition: laragraph % of MWSu-27's
| regpouie aaya ikt bwst.  Alse the "Time OLf" method of
' recognition 1s limited Ly the OPTEMPO.
i ~— DPoor Pay i a peoblom we all live with.
|
( -~ hack of Reaponaibilily: No opportunity Lo cxerciae
f their anthority due teo "Hicro-management'.
_ -  LEADERSICLP:
: -—- Too many peltby vegulations.
i
| == Hobt being treated with cospect., .
1 /\.
~~ Parccived double atandaprdy. X“

i
; :
! . {

roe

(.

y @\’
WAl
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POSSIBLE LOCAL PROBLEM AREAS WITH RECOMMENDED
SOLUTION LDERCLFIED B{ THE SQUADRON/GROUP COMKANDERS

These are the Squadron/Group Commanders responses in order
by which most coummonly referred to:

- QPTEMPO: OPTHMPO is cerbainly the mont commonly
identified problem a3 this nffects many areana.
Such as Family Sepacration, BEducation, Time OF/[,
ftc..., (Areaa referring to thia are highlighted
in yellow.)

-~ Recommended Local Snolutiva:

-~ Commanders should be required to Justify deployed
time over and above 35% to 40%.

-- Conaolidate Training Lo reduce family separation
hetween deployments,

-- Well deserved "Time Off and Weekends" remuin
untouchadble while in garrison. Highlighted av~-«n
in 223's and 23%1's response cover this area wcll.,

- gg@ﬁb?:@ﬂﬁ Although Promotions are HQMC controlled, there

sre areas that we can improve on locally;

EArsagshighl ightind MO7RLe's )

s

-~ DRelocate Meritorious Promotion Auth to Cpl and Sgt !n

the Squadron level on a quota basis; (332's responae
covers this in detail.)

HOTE: Moot refer to promotinns as a HQHC problem.
However, many locally controlled areas alClect
promotions.

—-= Lack of ability {9 prant timae off makes itk
ditficult %o use programs such as HUl's, OT[ Duly
Education and Recruiters Assistance to improve
their composite scores,

Ty
thy

R i o =)
- I L;’: s‘ 3

5,' This area is broken Jdown Lo many nihaor

&teas that we can affect Llocally. <{lgau’

-- Lack of Recognition:

- Awardo: Lndividual Awnvda must be increaged and
reaching the "work [orce” in a timely manner.

- "Time Off" im an excellent tool however, an addroacas
earlier a difficull 9ne Lt¢ use due Lo the OPPHNPO-

- Insure that any and all Lypes ol personnl awards il
certificateg are recognized in formations.

-~ Lack ol Responsibility: Ho epportnnity tn exrrainn
their authority due to "Micro- Mnnlbumnnl "
49
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~ Due Lo an increased OPTEMPG and decrease in personnel
our "Supervisora” are now the "Work Force".

NOTE: ‘There is no recommended fix for this locally.

LEADERSILIP: Ton many petty regulations, not being trented

with respact and perceived double standards
seem Lo all run together regarding local
remedies. LN UVELINED (A k}t:zb

~= Ton many pebtty regulations and not being treated wilh
regpect refer to regulations generally sel by HQMC
(i.e., alcolhol in the bks, urinalysis testing, etc.).

- Recommendation: Use the "sane man" approach and
always insure theres a "logical reason” for doing what
we do.

-- Perceived double standardg: Paragraph 3a of MAG-23'g
response refers to weight control.

—~ Recommendation: Regulations set by HQMC or locally
pertain to All of our marines equally. "Double
Standards" is something that cannot be ftolerated
within 24 MAW.




‘Wo Cares?
*FIVE YEAR GRAPH
- COMMENTS

*THE FUTURE?

-THE BotTOoM LINE

e Sacond Marine AircrafrWing
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WHO CARES?

Lt. Gen Cook Msg Jul 88...

"STATISTICS REPORTED AT THE END OF JRD CGUARTER
REFLECT A LOW RETENTION OF FIRST-TERMERS AND
CAREERISTS....REQUEST YOUR EVALUATION AND
NECESSARY CORRECTIVE ACTION..."

Gen Gray Msg Apr 89..

"...HE NOW FACE AN FQUALLY IMPOSING PROBLEM WITH
RETENTIONM OF OUR HIGH QUALITY FIRST TErRM MaRINES

‘ ...BELIFVE IT OR ROT, SOME OF OUR GOOD MARINES ARE
o~ LEAVING OUR RANKS BECAUSZ THEY DON'T BELIEVE Wi
REALLY VALUE THEIR CONTRIBUTIONS TO our Comps!i!i®

Lt. Gen Hudson MsJg Apr 89...

", ..AGREE WITH CONSENSUS OF CAROLINA GENERALS
TRAT PROMOTIONS, ASSIGNMENTS, AND LATERAL MOVES
ARE AMONG THE MOST IMPORTANT FACTORS THAT AFFECT
REENLISTMENT OF OUR FIRST TeERM Marines."

Maj. Gen Gustafson Msg Apr 89... .
"...As I HAVE SAID BEFORE I AM “ONCERMED ABOUT
OUR ABILITY TO RETAIN OUR QUALITY MARINES,

THXS IS PARTICULARLY TRUE OF FIRST TERMERS...

B i x_lj
Second Marine AircraftWing
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Coimems

*Sauapron CO

‘THE OPERATIONAL TEMPO (NTI's, MINI-DET’S,
ALprinNe Warmror, CoLo WINTER, SOLID SHIEFLD) IS
TOO INTENSIVE. EXTENSIVE SEPARATIONS FROM

FAMILY MEMBERS CONTRIBUTE TU MARITAL AND
FINANCIAL PROBLEMS.'

*Group CO

‘TOO MUCH FAMILY SEPARATION IS CLOSELY
TIED 7O OPTEMPO AND WHILE I AGREE, MUCH IS
arvorn Grour AMD EvEN WiNG contrROL. THE 6
MONTH BUILD uP PRIOR TO LF6F CONUS pepPARTURE
USUALLY INCLUDES 90 PLUS OR MINUS NIGHTS
AWAY FROM HOME.'

* SPOUSE

'BY HUSBAND HAS BEEN HoMe= A TOTAL OF 3
WEEKS IN THE PAST 4 MONTHS AND IS LEAVING
AGAXIN TODAY.'

L7 it sarine Atrcresewing X —




—
COMMENTS

*Grour CO
‘SQUARE AWAY ENLISTED PROMOTIONS OMCE
AND; FOR ALL. FURTHER, PROMOTIONS MUST BE
EQUAL ACROSS THE BOARD AND NOT SKEWED
BZCAUSE OF IMBALANCES In MOS's. ATTRITE
IMBALANCES THROUGH RETIREMENTS, RELEASES,
gTc. EveERy MARINE MUST XMOW THAT AT A
CEZRTAIN STAGE IN HI3S CAREER HE HAS A CHANCE
TO BE PROMOTED. THXS EXPECTATION IS CRITICAL.'

*Savapron CO

‘...IF I couLp TELL A Youne LCPL om CpL
"YOu WILL BE PROMOTED IN JAN 92" MANY OF THEM
WOULD STAY. THEY WANT TO KNOW WHAT IS GOING
TO HAPPEN TO THEM.'

*Savapron CO _
"LACK OF PROMOTIOKS: THE AVERAGE MARINE
IS PROMOTED 10 LANCE CORPORAL WITHIN THE FIRST

YEAR OF ACTIVE DUTY AWD, ODEPENDING UPON THEIR

MOS POPULATION AND COMPOSITE SCORE REQUIREMENT,
AVERAGES 2-3 YEARS BEFORE THEY ARE PROMOTED TO

CorroRAL. REGULAR PROMOTION OPPORTUNITIES NEED
TO BE INCREASED TO FIX THIS PROBLEM.’

(a2 mm&nﬁnﬁ}mraﬁw{m . §§——-——




ComMENTS

*Souaprox CO

‘WHEN THERE ARE SNCO’s workine 10-14 Hours
A DAY ON AIRCRAFT SIDE BY SIDE WITH THE JUNIOR
MARINES, IT IS SOMETIMES ALMOST IMPOSSIBLE TO
TAKE THE TIME TO SIT DOWN WITH THE INDIVIDUAL
MARINE FOR THE ONE ON ONE COUNSZLLING SESSION
TO POINT OUT SHORTFALLS AND TO PRAISE THEM FOR

A JOB WELL DONE, AND GET HOME TO REST UP FOR THE
NEXT DAY'S wWoRi.'

*Sauanron CO

"...IF WE WANT TO RETAIN QUALITY MARINES,
THEN LJE NEED TO TREAT THEM AS QUALITY MARINES.’

*NCO

"NO RECOGNITION OR OFF-SETTING COMPENSATION
FOR LONG WORKING HOURS OR A JOB WELL DONE.'

- NCO
'LEADERS DON'T SHOW RESPECT FOr NCO's,
THAT THEY ARE NOT INCORPORATED INTCG ELEMENTAL

DECISION MAKING PROCESSES/THAT THEIR IDEAS AND
OPINIONS ARE NMOT SOUGHT .

(LEADERSHIP] o XX

e Second Marine AircraftWing xx‘—"'—"




THE FuTuRE?

*In FY 90 THE NUMBER OF FIRST-TERMERS
(AS DEFINED IN RETENTION REPORTING) DROPS
FROM APPROXIMATELY 1600 10 Asour 800.

‘THE DROP IS DUE, TN PART, TO THE NUMBER OF
6 YEAR ENLISTMENTS WRITIEN DURING FY 86.

*How WILL THESE SMALLER NUMBERS IN FY 90
AFFECT OUR FIRST-TERMIER REFTENTION In FY 907

*WHAT REFK LISTMENT PATTERNS WILL THE @ YEAR
ENLISTEES EXHIBIT WHEN THE OPPORTUNITY FOR
THEIR FIRST REFNLISTMENT ROLLS AROUND?

- WXLL THEY 'BEHAVE' LIKE FIRST-TERMERS,
OR WILL THEY EXHIBIT AS A GiOUP THE
HIGHER RETEMTION RATES OF THE INTER-
MEDIATE TERM MARINE?

b Sacond Marine Aircraft Wing xx



Tue BorToM LINE

*ALTHoucH ‘OP TEMPO' IS AH IMPRECISE TERM XIT
HAS A CLOSE RELATIONSHIP TO THE TOTAL WORK
ENVIRONMENT IN WHICH THE INDIVIDUAL MARINE
FUNCTIONS AND SUBSEQUENTLY FORMS PERCEPTIONS
ON REENLISTMENT AND CAREER POTENTIAL.

*"Op TEMPOY THAT IS NOT PROPERLY MANAGED MAY
CONTRIBUTE TO A BREAKDOWN OF POSITIVE LEADERSHIP
TECHNIQUES, ISOLATE JUNIOR MARINES, AND XNCRCASE
JUNIOR MARTNES' DISSATISFACTION WITH THE MARINE
CorRPS AS A CAREER.

*"FAIR CAREER POTENTIAL" IS A COMPLEX,
INDIVIDUAL PERCEPTION THAT MUST BE ADDRESSED
AT A PERSOMAL LEVEL WITH EACH MARINE.

*AS LEADERS WE MUST DELIVER THE RESULTS OUR
MARINES EXPECT AND DESERVE.

memeee Second Marine AircraftWing
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3., IN RESPONSE TO THE REFERENCE, TnE OPS TEMPO OF THt o6TH sEw aS IT
.+ RELATES TO OQUR MSE’S PRIMARILY LIMITED TU UUR ANwUAL MPF
| i ExERCISE, MMC’S AREéii%j)CONDucrED BIANNUALLY AMD ARE CUNSIDERED
. ESSENTIAL. OUR MPF ClSE IS A JUS OIRECTED REWUIREMENT AND [S TuE
- ON* "~ EXERCISE OPPORTYUNITY THAT THE 6TH MEB CE HAS TUu TRAIN nITH OuR
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IMPACT THE COMBAT READINESS OF THE FORCE OVER THE LONG TERM,
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UNITED STATES MARINE CORPS
ID MAMINE AIRCWRAFT WING. *MFPAC
MCAS. KL TORO

FANYA ANA, CALITORNIA D1709-800) IN REPLY MEFER TO:

12 January 1990

From: Assistant Chief of Staff, G-1, Third Marine Aircraft Wing,
MCAS El1 Toro, Santa Ana, CA 92709

To: LtCel J. L. Whitlow 465 74 5462/7511 USMC, Air war College,
Air University, Maxwell AFB, AL 36112-5009

Subj: OPTEMPQO, MORALE & RETENTION
* Ref: (a) Your 1tr of 14 Dec 1989

Encl: (1) Summary of Separation Surveys (Officer & Enlisted)
(2) Third MAW Order 1750.5
(3) MWSS~-373 FACTeam PROGRAM

1. This letter responds to your reguest in the reference for
information related to the effects of OPTEMP0O on morale and retention
and the existences/utility of feedback mechanisms used in this command
to alert commanders to OPTEMPO problems. Let me say at the outset
that much of what I will offer is subjective because of the enigmatic
nature of the concept of OPTEMPO and because of the inherent
difficulties associated with measuring morale. I will provide some
‘tatistical information that depicts how former Third MAW Marines
elt about family separation as a reason for getting out but even

T this data is somewhat inconclusive kecause such time away from the
family is ouly & part of the larger OPTEMPO issue.

2. OPTEMPC in Third MAW is a function of several variables which are
not unique to this command. These variables include manpower
availability, aircraft/equipment readiness and commitments such as
participation in the Unit Deployment Program, MEU (SOC) floats,
Combined Arms Exercises, various MEB and higher-~level exercises,
! Weapons & Tactics Instructor Course support, drug enforcement ops,
and the myriad of sguadron-level training evolutions (incluiling FRS

, ops) so vital to warfighting readiness. We are a busy command but,

L from where I sit, we’re not so busy that either morale or retention

' is adversely affected to an alarming degree.

3. Naturally, certain types of units and certain MOS’s feel the
pinch more than others. ©Not surprisingly, our hele sguadrons and
support type units (MWSS/MWCS) participat to some extent in
| virtually all major evolutions in addition to the internal training
they must accomplish. Within these units, personnel in MOS’s which
may be undermanned tend to meet themselves coming and going but there
is a minimua of inequity due to the close management of these assets
at all levels, including HQMC. It is my sensing that most Third MAW
Marines and their commanders expect to be busy and, in fact, strive
"o stay that way. The Commanding General keeps a very close eye on
he level of activity throughout the Wing and demands that his
— commanders do the same. OPTEMPO, therefore, does not appear to cause
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significant morale or retention problems in Third MAW. It is a
constant concexn, though, particularly in units that are very busy

in between UDP and MEU (S0OC) deployments. Family separation, whether
in large chunks or smalier increments, has the same effect on morale
and retention.

4. Enclosure (1) depicts a summary of data from several hundred
gquestionnaires administered to separating Third MAW Marines here at
El Toro during a portion of CY 89. Unfortunately, for your
particular purposes, these questionnaires don’t specifically probe
the OPTEMPO issue as such and the results are not tabulated by MOS or .
unit. They do, however, reveal that many separating enlisted Marines
are mora concerned about pay & allowances than family separation as a
primary reason for getting out. Lack of perceived promotion
opportunity is also cited with virtually the same frequency as family
separation as a factor in deciding not to reenlist. The picture is
a bit different among officers who list family separation as the
most important reason for their decision to become civilians. A
revealing statistic not included in the enclosure is the fact that
the Third MAW was the only major command in the Marine Corps to
achieve reenlistwment goal for FY89. Additionally, the Third MAW
Career Planner has informally canvassed the Career Planners
athroughout the Wing and he reports no visible evidence of a negative
" "sffect on retention caused by OPTEMPO/family separation. For a
sroader view of reasons for separation throughout the Marine Corps 1
would recommend that you call HQMC (MMEA-6), AVN Z .4-2646/2868.
This branch is the repository for all separation survey
questionnaires completed at major commands.

5. Concerning feedback & support mechanisms, Third MAW has
established Family Action Contact Teams (FACT) in every
squadron/battalion. These teams, composed of unit wives, are
naturally most active just prior to and during unit deployments

and they have proven invaluable in smoothing out the bumps associated
with family separation. In reality, these teams perform both the
support and the feedback function because they can be a useful source
of information even when units are at home base. Considering that
there are always 5-7 units on long-term deployment (UDP & MEU) or
working up, plus all the local squadron deployments, detachments and
exercise support packages, these FAC Teams get a good workout.
Enclosure (2) is a copy of the current Third MAW order on the FACT
Program and enclosure (3) is a summary of how one of our units
implements the concept.

6 I am reluctant to state a cowmand position on the matter of how

much family separation shcoculd be expected of our enlisted personnel

during the course of a normal tour/carcer. By Marine Corps policy,

deployable Marines should plan on two six-month "pumps" overseas
#™quring a 3-year tour to establish a DAUS (DR) prior to transfer.

vhen I ask this question of our wing chaplains, they generally answet

in two parts: (1) Six-month deployments are too long and should be
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shortened by half, and; (2) No more than approximately 25% of a
Marine‘s tour in the Wing should be spent in a deployed status.

7. Summary comments: OPTEMPO is a top-priority issue in Third Maw,
not because it generates morale or retention problams, but because
of the natural inclination of units to want to stay busy on the one
hand and the concurrent desire of the Commanding General and his COs
to strike the proper balance on the other. By survey and through che
opinions of those who stay abreast of OPTEMPO, family separation,
meoraie, etc., I ccnclude that an admittedly high OFTEMPO in this
command does not produce clearly defined or significant morale or
retention problems. The potential for such problems to occur is
always there especially when units maintain a busy schedule in
CONCUS and then deploy overseas for six months. But our unit
commanders, senior SNCO leaders, chaplains and FAC Teams are
successful in the early identification of problems related to
OFTEMPO/family separation.

8. 1 am available (AVN $97-4135) should you require clarification or

additional information. You’ve chr-.n a "soft" concept to try and
get your arms around. Best of luck. I hope the observations in

this letter will be of use.

S. M. DAY
Colonel USMC
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SUMMARY OF SEPARATION SURVEYS (OFFICER & ENLISTED)
APR -~ OCT 89

BACKGROUND

- Separation survey lists 34 possible reasons for leaviig the USMC.
-~ Those related to OPTEMPO include:

- Lack of freedom to use non-working hours as I want
- Too many PCS moves

~ Too much family separation

- Dislike field duty

- Dislike deployments aboard ship

- Working hours too long

- Only the family separation choice was listed by more than 2% of
enlisted Marines surveyed.

OFFICER KESULTS

- Total surveyed: 141
- Top 5 most important reasons for separating from the Marine Corps

- Too much family separation (15.6%)

- Unable to sufficiently plan/control career (9.2%)

- Feels performance record not competitive for promotion (7.8%)

- Too much paperwork (7.1%)

- Suppressed initiative, creativity, professional stimulation (6%)

ENLISTED RESULTS

- Total surveyed: 1030
- Top 5 mest important reasons for separating from the Marine Corps

- Pay and allowances too low (18.6%)

- Too much family separation (12%)

~ Not enough promotional opportunity (11.4%)

- Poor leadership of immediate supervisor (9%)
- Too many petty regqulations (4.6%)

ENCLOSURE( | )
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UNITED STATES MARINE tERPS
IDMARINE AIRCRAFT WING, FMPRAC
MCAS, €L, YORO
SANTA ANA, CALIFOANIA §2708°0400) M AEPLY REYER TO:

Wgo 171%0.5%
G-l:csb
2 Aug 1988

WING ORDER 1750.3

From: Commanding General
To: pistribution List

Subj: Family Action Contact Team (FACTeam) Program
Vd
Ref: (a) OPNAVINST 1750.1A

(b) 5 U. 8. C. Subsection 552a (Privacy Act of 1974)
(NOTAL)

Encl: (1) Commanding Officer PACTeam Duties/Responsibilities
(2) Sample Letter of Appointment for Chairpersons
{3) Wing Assistant Chiaf of Staff, G-1 FACTeam Duties/
Responsibilities
(4) MCAS, El Toro Assistant Chief of Staff, Training/Training
Audio Visual Support Center (TAVSC) Ssrvices
(5) Deployed Unit Information Hotline
1. Purpose. To promulgate policy and procedures for the implemen-
tation of the FACTeam within the 3d Marine Aircraft wing (3d MAW).

2. Canceilation. WgQ 1750.4.

3. Information. As emphasized in reference (a2), tha family is an
important part of the military team. The morale and job perfocrm-
ance of Marines are dirsectly related to the well-being of their
families. As official rspresentativas of Marina Cocrps families,
the Family Action Contact Team (FACTeam) plays an assantial role
in estabiishing and maintaining communication among the commander
and spouses as well as providing & meansz for wives, with mutual
coricarns and problems, to seek help &nd share camaraderie.

4. Ganeral. To ansure a smoothly functioning support program for
routine operaticnal commitments, (e.g., short deployments to CAXs,
AOTs, Cold Weather Training) six-month deployments afloat/in
Okinawva, snd for unscheduled deployments during crisis situations,
FACTeams will be active at all times within 34 MAW groups.

5. Acticn

a. Commanding Officers will provids support for FACTeara per
enclosurs (1) and designate chairpersonc as depicted in enclosure
(2). Refarance (b) authorizes the relsase of wives’ addresses and
phone numbers toc the PACTsams.

2
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Wgo 1750.5
9 Aug 1988

b. The Assistant Chief of staff, G-1 will provide support for
FACTeans per snclosure (3).

c. The Assistant Chief of Staff, Training, MCAS, El Toro has
made available, on a not to interfere basis, FACTeam support per
enclosure (4).

d. Enclesure (5) provides Hotline‘information/procedures“

e. The Family Servicaes Center (FSC) will provide those ser-
vices inherent within their organization and charter to the
FACTeam. In addition, the FSC FACTeam coordinator will maintain
and issue FACTeam Notebooks to designated Commanding Officer
chairpersons six months pricr to a deployment. These notebocks are
designed to augment present group and sgquadron FACTeam Programs.

e G

Chief-of staff

DISTRIBUTION: L1/L2/L3




Wgo 1750.5
9 Aug 1938

COMMANDING OFFICER PACTEAM DUTIES/RESPONSIBILITIES

- Commanding Officers will:

1. Designate ths chairperson (prefsrably tha group/squadron/de-
tachment commander or executive officesc’s wife) from among spouses
within the command.

2. Publish an official letter appointing the chairperson (enclo-
sure (2)).

3. Assist spouses selected to serve as chairpersons and teanm
leaders in obtaining appropriate information and training from
the FsC.

4. Establish detailed proceduras to ensure that FACTeam members
are able to perform thair dutias.

a. For deployed squadrons, designate the group &xacutive
officer as the liaigon officer/point of contact (PCC) for the da-
ployed squadronl' FACTean. .

b. For daployed detachments, designate the squadron axecutivc
otticor as the liaiscn officer/point of contact for the depleyed
unit’s FACTeax.

¢. Direct that monthly meetings be held by liaison officers
with chairpersons of deployed units to assist with problem areas
and support/planning requirements. .

d. Provide the FACTean with a unit alpha roster noting the
home addresses and telephone numhers of married service meabers
within the organization.

(1) Refarence (b) provides for tha release of this infor-
wmation with tha consent of the individuals listed.

(2) Those individuals not wishing to participate may do
S0 by notifying a PACTeam member or the Commanding Officer.

@. DProvide an officizl roster ¢f FACTsam chairpersons tu the

appropriste group and squadron executive officers with copies to

the Group Chaplain, Wing Special Sarvices Officer and Wing Assis-
tant Chief of starf, G-1.

f. Judicious use of “postage paid* indicia for FACTeanms will
be approved by the appropriate group/squadron commanding officer
per sstablished directives. Existing command Family-grams and

ENCLOSURE (1)
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Wg0 1750.5
9 Aug 1988

other Pamily Service Center information mallings will be used to
announce PACTeanm activities and any other official U.S. Government
information of importance to Marine Corps members and their fami-~
lies. Information concerning voluntary organizations may be in-
cluded if it supports the health and welfare of command personnel
and their families. Unofficial support of this nature must be
gratuitously provided by the sponsoring organization.

5. Establish a Deployed Unit Information Hotline within the group
and ensura it is operational and current on a continuous basis per
snclosurae (S).,

d a. Provide weekly information to the group and separate

squadron commanders concarning significant events or activities
which may be of interaest to dependents.

b. Ensure that classified information is not compromised.

C. Coordinate the transfer of this information to the assigned
telephone answering machine provided by the group (this coordination

can be accomplished by a designated group/squadron staff FACTeam
member as appropriate).

(1) The answering machine will be located within the qroub’s
or squadrons’ spaces. ‘

(2) Maintanance will be provided by the appropriate S-4.

6. Provide special assistance to FACTeams as required (e.g., per-
sonnel to assist wives set up tables, athletic equipment, etc., for
FACTean events when requested).

7. Ensure, upon completion of the FACTeam chairperson’s and team
leaders’ tour, that these wives receive appropriate reccgnition of
their performances.

a. A Certificate of Commendation from tha Commanding General,
3d MAW is appropriata for squadron lavel chairpersons.

b. Team Leaders and squadron/detachment level chairpersons

should be recognized by appropriats letters/certificates from
squadron come inders.

ENCLOSURE (1)

6HB



T

Wgo 1750.5
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SAKPLE LETYER OF APPOINTMENT FOR CHAIRPERSONS

From: Commanding Officer,
To: Mrs. Marvin Marine

Subj: APPOINTMENT OF FAMILY ACTION CONTACT TEAM CHAIRPERSON FOR
X SQUADRON/GROUP

Raf: (a) Chairperson’s Handbook for FACTeam Deployment Program
Encl: (1) Duties/Responsibilities of FACTean Chalrperson

1. You are hereby appointed Chairperson for the Family Action
Contact Team (FACTeanm) for X Squadron/MAG.

2. The enclosure outlines the duties and responsibilities of
FACTeam chairpersons.

3. It is requaasted that you contact the MCAS Family Service Center
at your earliest opportunity for assistance and guidance.

4. I invite you to visit with me and my exscutive officer at an’
early date to digcuss the FACTeaxz Program.

5. The reference provides detailed informaticn regarding the
FACTeam and is available at the Station Family Servica Centear.

I. M. COMMANDER

ENCLOSURE (2)
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WING ASSISTANT CHIEF OF STAFF, G~J FACTEAM DUTIES/RESPONSIBILITIES

The Asslstant Chief of Staff, G-1 will:

1. Serva as the point of contact for the 34 MAW with the MCAS
Family Services Center for FACTeam matters.

2. Serve as thae point of contact within the Wing for all FACTeanm
natters.

3. Exercise staff cognizance over tha 3d MAW FACTeam program and
provide technical guidance to commanders.

4. Support the Group/Squadron FACTaam workshop program by assis-
ting wives in arranging seminars and other training as requested.

5. Asslist Group/Squadron FACTeams in sacuring unit areas for
avents such as picnics, homeccming reunions, holiday events, estc.

6. Ensura that instances of inadequate support of authorized
FACTean activities/requests are investigated and appropriate au- .
thorities are advisad so that corrective action, if required, can
be taken.

7. Provide adminiatrative support, not available at the Sguadron/
Group level, which does not duplicate or replace the support of
the Family Services Canter.

ENCLOSURE (3)
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Wgo 1750.%
3 Aug 198§

MCAS EL TORO ASSISTANT CHIEF OF STAFF FOR TRAINING/TRAINING AUDIO
~ VISUAL SUPPCRT CENTER (TAVSC) SERVICES

The TAVSC ia availabls to provide the following on a not to inter-
fere basis:

1. Assist FACTeams in converting Bata video tapes to VHS if
necessary in order for wives to view tapes sent by deployad units

(many Naval vessels have only Seta machines for recording massages
to FACTeaans).

- 2. Tape FACTeam activities for viewing by deployed personnel.
Such requests will be forwardsd via the squadron’s/group’s FACTeam
point of contact or chaplain.

T =
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DZPLOYED UNIT INFORMATION HOTLINE

1. Ansvering machines will be provided to the Groups for use in
the unit depioyment and MEU dsployment programs.

2. The answering devices will be attached to telephone lines lo-
cated in the Group/Squadron area. These machines, when in use,
wvill be employed on a 24 hour bhasis.

3. Deployed aircraft/squadron/detachments commanders or their
designated representatives will provide waekly information to the
ajrcraft group commanders concerning significant unit events or
activitias which may be of interest to dependents. Maessages, Naval
Speedletters, or telephonss may be used to provide information to
higher headquarters. Commanders will ensure classified informa-
tion is not compromised while passing this information.

~

4. The aircraft group commanders or their designated representa-
tives will pass the information to the designated individual on
their staff or FACTeam membaer responsible for attending the tele-
phone answering device. The information will ba updated waeekly or
as often as needad/possible. The format for the telephone message
will follov the form provided in page 2 of this enclosura.

5. Dependents may leave messages as required at the end of tha
recorded message. The dasignated Hotline attendant will review
tha messages daily.

6. Anaswvering device telephone numbers will Le publicized as broad-
ly as possible in such publications as the Plan of the Day, group
nawsletters and pre-daploymant bouoklets.

7. A log of all calls received will be maintained to datermina

usags ractors, to modify content, and for future ganeral planning
purposes.

ENCLOSURE (5)
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FACTEAN WEEKLY TELEPHONE TRANSCRIPT FORM

Alrcraft Group: Date: Message Number:

Daployment:

"Thank you for calling (Alrcraft Group) FACTeam information
hot line. This is an updated message for the weesk of _
< through "

Dete Date

ENCLOSURE (5)
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COMMANDING OFFICER PACTEAM DUTIES/RESPONSIBILITIES

Commanding Officers will:

1. Daesignate the chairperson (preferably the group/squadron/de-

tachment commander or axecutive officer’s wife) from among spouses
within the command.

2. Publish an official letter appointing the chairperson (anclo-
sure (2})).

3. Assist spouses selected tc searve as chalrpersons and tean

leaders in obtaining appropriate information and training from
the FSC.

4. Eastablish detailed procedures to ensure that FACTeam members
are able to perform their duties.

a. For deployed squadrons, designate the group executive

officer as the llaison officer/point of contact (POC) for the de-
ployed squadrons’ FACTesam.

b. For deployed detachments, designate the squadron exscutive

offizer as the liaison officeir/point of contact for the deployed
unit‘’s FACTean.

¢. Direct that nmonthly meetings be held by liaison «fficars
Wwith chairpersons of deployed units to assist with problam areas
and support/planning requirements.

d. Provide the FACTeanm vith a unit alpha roster noting the

home sddresses and telephone numbers of married service mambers
within the organization.

(1) Reference (b) provides for the relesase of this infor-
maticon with the consent of tha individuals listed.

(2) Those individuals not wishing to participate may do
so by notifying a FACTeanm member or the Comranding Officer.

8. Provide an oificial roster of FACTeam chairperzons to thae
appropriats group and squadron executive officers with copies to

the Group Chaplain, Wing Spacial Services Officer and Winc Azsis-
tant Chief of Starff, G-1.

f. Judicious use of "postage paid” indicia for FACTeams will
be approvad by the appropriata group/squadron commanding officar
par established directives. ¥xirting command Family-grams and

ENCLOSURE (1)
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MWSE5-373 FACTeam PROGRAM

1. The keyperson shall be the wife of the CO or XO.

2. The FACTeam members must be wives of officers or ENCO's
who volunteer, -

3. The S§-1 officer shall compile and maintain a list of
squadron spounes that includes the names of their
husbands, and the address and telephone number where
they can be located at. It shall be updatad at least
once a quarter, and data shall be obtained from newly
Joined married Marines as a part of their check-in
process.

4. An annual briet of FACTeam functions shall be conducted
to inform spouses of the role of the team and the
sevrvice agencies that are available to help.

E. Because of the nature of deployments in this squadron,
the members of the team will not be assignad a number of
spouses on a continual basis. Instead, spouses will be
assigned to an available team member shortly before the
Ma' ines depart for the deployment. The member shall

, then remain responsible for the assigned spouses for the

i duration of the deployment.

' ~— 6. EBefore a deployment a list of married Marines
participating on tha deploymant, complete with spousal
data shall be delivered ¢tc the keyperson. She shall
then divide the list of spouses evenly among the team
members who will ramain in the El Toro area for the
duration of the deployment.

7. When a team member is given her list of spouses, she
will contact the individual spouses either by phone or
by letter, advising them that she will bhe their point of
contact Tor the FACTeam for the duration of the
deployment, and how she can be reached. The S-1 shall
retain a supply of form letters for use by ¢team members
in performing this function.

‘ - 8. A tape recorded message shall not be available during

{ deployments when the squadron maintains a rear

] detachment at El Toro. The squadvon command element,
! . rear element or duty office shall perform thie function

o such deployments. A recorded message will only be
used when the entire squadron deploys.

3. When the entire sgquadron deploys, a designated officer
shall regularly provide the keyperson with an
unclassified i1ist of squadron activities. The keyperson
will then prepare a newsletter for circulation among
squadron spouses,

ENCLOSURE (i )
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DUTIES of FaCTeam KEYPERSON

Maintain regular contact with team members.

Assist team members in resolving problems,

Maintain regular contact with the MWSG-37 Chaplain on
FACTeam matters.

Maintain regular contact with the various family support
agencias available on base.

Maintain regular contact with the MWSS-373 CO/X0 on
FACTe@am matters.

Maintain regular contact with the MWSG-37 XD on FACTeam
matters whan the entire command element of MWSS-373 is
deployed with the sguadron.

Act a5 the central point of contact between the squadron
and the FACTeam when the entire sguadron is deployed.
Notify the sguadron command element of all FACTeam
matters that are of 2 serious or emergency nature.
Assist FACTeam members in the performance of their
duties, and coordinate the ovarall effort of the team.

DUTIES of FACTeam MEMBER

Maintain requilar contact witn the keyperson.

Act as the main point of contact between keyperson and
SpOUSes.

Assist spousés in the resolution of persconal problems.
Refar prdblems that camnot be resolved to the keyperson.
Notify the keyperson of all FACTeam matters that are of
a serious or emergency nature.

Contact the spouses assigned to your team and advise
them that you will be their point of contact for the
duration of the deployment.
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05 JAN 1999

From: LtCol J. L. VWhitlow, U.S. Marine Corps
To: Commandant of the Marine Corps, (MPP/MA)
Washington NC 20380C--CU31

Subj: Request for Information

Encl: (1) Proposed Problem Statement for Defense Analytical
Study

1. I am onc of five Marine students in the Air Wor College at
Maxwell AFB, AL. In the course of our curviculum, we have the
opportunity to study some facet of the Defense cstablishment with
a view toward honing analytical skills and providing useful
information for decision makers. The enclosure briefly describes
my topic. It is a subject that is con the hearts and minds of
many unit commanders as they seek ways to minimize the adverse
effaocts of high OPTEMPO on morale and retention within their
unit. With the specter of force structure cuts at hand, and the
very real possibility that CINC's will require at least as much
forward deployment as in yecars past, maintaining high movale
within our units will require a4 more analytical view toward
developing an appropriate OPTLIPC.

2. In the course of studying this topic, I hopc to accomplish
the following:

a. Clarify the problem (if it exists).

b. Examine feedback wechanisms, and crcommend improvements.

C. Provide recommendations that may minimize adverse
affocts.

3. In crder to complete the project, I am reguesting access to
certaln informaton listed bLelow and current views or additional
inform tion avatlable concerning some a13dition questions:

Informaticon:

i Rae
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b. Summary of Enlisted Retention 5t tistics over the past
ten years (FMY only).

c¢. MMG Data as to averaiqge number of days deployed within the
FME (by .ait, by MOS, by Ceoqgraphis Location).

Que: ions:
d. vihat role does forward deployment and/or OPTENMPO

requirements have in developing force structure or manning
requirements?

<&
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e. ilow much deployed timo Ao2s the average Marine accumulatas
over the course of 21 careexr or in the course of the FMF tour
(CGround, Aviation, C5S5)?

f. Does the [Harine Corps have a "standard" concerning the
amount of deployed time considercd to be the norm, or beyond
which is not considered to be advisable?

g. What are the current rotation tcour date policies
concerning tima betweea DAUS restricted tours?

h. Are thern any automat.d systems which give vigibility to
accumulated deployed time beaidos MMS?

i. At what command lcvel is average accumulated deployed
time by unit available?

j. Are there any quality of life programs that the Marine
Corps is examining with a view towards minimizing the impact of
family separation on junior enlised Marines and their dependents?

4. Recalizing that this is a busy timc of year, I will be most
apprcciative of any assistance you can give me in developing this
information. It would be of great bencefit if I could receive a
reply by 2 February 1996. For any clarifying information, please
call me at (AV) 285-2122.

Vory respectfully,

J.L.WIITLOW
LtCol USMC
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DEPARTMENT OF THE NAVY
HEADQUARTERS UNITED STATES MARINE CORPS
WASHINGTON, D.C. 20380-0001 IN REPLY REFLR 10

MPP-53

From: Commandant of the Mar: 2 Corps
To: LtCol J. L. Whitlow, U:tMC., Air University, Air War
College, Maxw~ll Air Force Base, AL 36112-5522

Subj: REQUEST FOR INFORMATIJON
Ref: (a) Your 1ltr of 5 Jan 1990

l. In response to the reference the following information is
provided:

a. Results of Separation Surveys over the past ten years (vMF
only}.

Response. Due to a low response rate since its inception,
cumulative results of the Separation Survey are not yet a reliable
source of information. Corrective action is currently on-going,
which will stress the importance of survey submission.

b. Summary of Enlisted Retention Statistics over the past ten
years (FMF only).

Response. We do not maintain enlisted retention
statistics by location. Since Marines transfer between FMF and
non-FMF tours, it is infeasible to ascertain if these tours cause
any significant differences in retention.

c. MMS Data as to average number of days deployed within the
FMF (by Unit, by MNOS, by Geographic Location).

esponse. This request was dropped at your request.

d. What role does forward deployment and/or OPTEMPO

requirements have in developing force structure or manning
requirements?

Rasponse. Force structure and manning requirements are
continuously reviewcd and updated. Forward deploved forces are
generally staifed at a higher manning levei, but OPTEMPO is not a
specific factor in determining manning levels. Current manning
levels for MEU (SOC) battalions is 100% of T/0 and 100% of
staffing levels for battalions on the UDP. The manning level for
battalions not forward deployed or based is 100% of the staffing
levels of the remaining pool of personnel; efforts are made to
share the remaining personnel assets fairly.

e. How much deployed time does the average Marine accumulato
over the course of a career or in the course cof the FMF tour
(Ground, Aviation, CSS)?
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Response. To answer this guestion we would have to take a
snapshot of the Marine Corps on a given date and then average the
total deployed time. This is too time-consuming to accomplish.

f. Does the Marine Corps have a "standard" concerning the

amount of deployed time considered to be the norm, or beyond which
is not considered to be advisable?

Response. There is no standard concerning the amount of
deployed time considered to be the norm or beyond which is not
considered to be advisable other than common sense. Individuals
who feel that they have been deploysd an excessive amount may
request/recrnive consideration from their monitor for next duty

location. “he persuvn-to-person method is how we resolve any
conflicts i: this area.

g. What are the current rotation tour date policies
concerning time between DAUS restricted tours?

Response. The currcent rotation tour date policies
concerning time between DAUS restricted tours are:

- Therc should be a minimum of 24 months between DAUSDR
tours.

- The goal is at least 5 years between unaccompanied
tours.

h. Are there any autcomated systems which give visibility to
accumulated deployed time besides MMS?

Response. No there isn’t.

i. At what command level is averagc accumulated deployed time
by unit available?

Response. Deployment information is kept at the
battalion/squadron leve'. Those records include deployment
information that may not qualify for ADT (not entered in the MMS),
because the deployment was less than 10 days in duration.
Information on the unit’s deploywent can be found in the
semiannual Command Chronology.

j. Are there any quality of lite programs that the Marine
Corps is examining with a view towards minimizing the impact of

family separation on junior enlisted Marines and their
dependents?

Response. Quality of life programs in the Marine Corps
help minimize the impact of family sepairation not only on junior,
enlisted Marines and their families, but on all Marines and their
families. The programs offered range from command religious
programs, to MWR club and recreaticn programs, to child care and
Fam1ly Sevvice Center operations.

-




Included in the services provided by the Family Service Center
that can help the family during a deployment are:

~ Pre- and post-deployment briefings

- Deployment support groups for waiting spouses and children

- Employment assistance for spouses

- Relocaticn assistance

- Financial counseling

- Information and referral services for such things as health
care, child care, consumer affairs, etc.

~ Personal and family counseling

- Parenting classes

~ Child abuse/neglect prevention and intervention

- Assistance to Key Wives organizations and Family Readiness
prograns

(1) Family Service Centers are located on 18 major Marine
Corps installations. 1In addition, toll-free lines exist at MCE
Camp Pendleton and MCCDC Quantico. Information and referral
services are available through this manner to family members who
may be located away from a major base during a Marine’s
deployment.

(2) A specific publication was developed and distributed
in 1987 for young children, entitled Daddy’s Days Awavy: A
Deployment Activity Guijde for ¢hildren apd Parents. The purpose
of the book is to help children understand why parents have to go
away and to keep the aksent parent’s image alive during the

separation. It has been extremely well received by deploying
units.

2. We hope that the information provided can be beneficial to
you. POC for any further information or questions is SSgt Carasas
at Autovon 224-3440/1519 or Commercial (202) 694-3440/1519.

E. D. BRINDLE
By direction
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From: L[tCol J. L. Wnitlow, U.S. tarine Corps
To: Cormanding Officer, WMA(AW)~533, ICAS,
Cherry Point, NC 28533

Subi: PRequest for Information
Incl: (1) DAS Problem Statement

1. I am one of five Marire students in the Air War College at Maxwell AFB, Alabama.
In the course of our curriculum, we have the opportunity to study some facet of the
Defense establishment with a view toward honing analytical skills and providing
useful information for decision makers. The enclosure briefly describes my topic.
It is a subject that is on the hearts and minds of many unit commanders as they seek
wiys to minimize th. adverse effects of high OPTEMPO on norala and retention within
their unit. With the spacter of force structure cuts at band, and the very real
possipility that CIMC's will require at least as much forward deployment as in years
past, maintaining high norale within our units will requivec a more analytical view
taward developing an appropriace OPTEMPO.

2. In the course of studying this topic, I hope to accomplish the following:

3. Clarity the problem (if it exists).
b. Examine fredback mechanisms, and recommend inprovements.
c. Provide recommendations that may minimize adverse cffects.

3. One of the feedback possibilities Y ar evamining is a method of averaging
accumalat- d deployad tiwe by unit from data within the MMS gystem. Your unit is one
of eight battalion/squadron sized units I am studying. CMC is retrieving and
averaging the data in the system for me. In order to properly analyze the data,
however, I need the actual nunber of deployed days experiencad by the unit over the
past wo years. Accordingly, 1 am asking for your assigstance in providing the
following data as it pertains to your battalion/scuadron:

Marber of days deploye ! over the past two years.
Full unit -
Detachment -
fdrern of days betwnen returning from UDP and the next training dep loynent. )

4. Please reply as quickly as you can.  Thank you for your agsistance. Ior any
elarifying information, piease call me at AUTOV Y 875-2122,

Very respoctfully,

J L WHITION
LtCol  usie

B4




UNITED STATES MARINE CCRPS
Marine All Weather Attack Squadron 224
Marine Aircraft Group 14
2d Marine Aircraft Wing, FMF, Atlantic
Cherry Foint, North Carolina 28533-6013

IN HEPLY REFER TO"

3000
Opsa
25 Jan 1600

From: Operations Officer, Marine All Weather Attack Squadron 224
To: Lieuteanant Colonel Whitlow, Air University

Subj: VMA(AW)-224 OPERATIONAL DEPLOYMENTS
Ref: (a) Phonelon btwn LtCol Whitlow and Major Riemer on 22 Jan 9¢ -

1. The reference requested information regarding VMA(AW)-224'=a
operational deployments between 1 January, 1888, and 1 January,

1990.
2. In accordance with the reference, the following information is
provided:
VMA (AW) -224 RUC 01224
PARTIAL SQUADRON DEPLOYMENTS FULL SQUADRON DEPLOYMENTS
- P

WestFac 26 Oct 87 - 26 Apr 88 '
CQ USS America 13-14 Jun 88
NWD Qual MCAS Yuma 19 Aug 88
WI'l MCAS Yuma 186 Sep - 27 Oct 88

Red Flag B8-1 5-18 Nov 88
CQ CSS Coral Sea 8-9 Dec 88
DEFTAC Det Yuma 28 Feb - 2 Mar 89

wegtPac 3 Apr - 18 Oct 09 '
3. If we can be of any further assistance, please Hotify us .

ﬂ.A-L/W"-"

J. D. RIEMER
r
',
O~

HY




UNITED STATES MARINE CORPS
1st Battalion, 2d Marines
2d Marine Division, FMF
Camp Lejeune, North Carolina 28542-5504 IN REPLY REFER TO
1000
S-1
22 Feb 60

From: Commanding Qfficer, lst Battalion, 2d Marines, 24 Marine Division, FMF
To:! Lieutenant Colonel J. L. Whitlow USMC

Subj: REQUEST FOR INFORMATION

Ret: (a) Your ltr undated
1. In accordance with the refevence, the following i1nformation ig provided:

a. Number of days deployed over the paat two years - 301 (of which 20 are
daye aboard ship).

b. Number of days between returning from UDP and the next trailning
deployment - 64.

t e. POC WO Wangler Autovon 484-18108.

- T/.WANER"”

By directfcon

86




UNITED STATES MARINE CORPS
2D BATTALION, 8TH MARINES
2D MARINE DIVISION, FMF

CAMP LEJEUNE, MORTH CAROLINA 28582-5513 IN REPLY REFER TO
L1 O0O0
EAC
1 Mar <0

From: Commanding Officer | 2d Rattalion, 8th Marines, 2d Marine

Division, FMF, Camp Lejeune, NC 28542-85173
Tos Lieuvterant Colonel J. oo Whitlaw, USMT, Air War

College, Mawxwoell AFL, Al Dot ii-m322
Subj:  REQUEST FUOR INFORMATION
i. In response Lo your letter, I took the liberty of including

our deployed days frem Septomber of 19227 Lo avold splitting a
deployment.,

—_Dates Depl JNE_DAS AnitsDet
8709 L0-g8GI27 LF&F 1380 Unit
g980826~-38101 4 TW-323 50 Umit
881212-881221 Moutsinmeering 10 Det.
8201 16-890207 Foart A, o Hill 19 Uit
9904 12~-890501 E/ G Borkap 20 Uri k.
go0531-3891109 LF&HF 163 Linit
FOOL1II-7CG0301 JWTT FANAMA  (UNCLASS) 20 Unit

(Future?

2. A yont are neoodnubt aware, the above deployed dates are not
the only 1i1ndicator of high DFTEMFO. In the past two years we also
stood 4 1/2 montins on aly alert and extended periocds in the field
for MEU S0C  work-wygss, MOCRE S preparation end aos aggressors for
other balalicns n addlitinn ko normal field onerationsg.

T 1 hope the aboce vnform taon fan be of assistancs o wowe 1n

your course study.
MTDN

Yy doraction




DEPARTMENT OF THE AIR FORCE
AIR WAR COLLEGE (AU)
MAXWELL AIR FORCE BASE, AL 36112-5522

From: ILtCol J. L. Whitlow, U.S. Marine Corps
To: Commanding Officer, WA(AW)-533, MCAS,
Cherry Point, NC 28533

Subj: Request for Information
Encl: (1) DAS Problem Statement

1. I am one of five Marine students in the Air War College at Maxwell AFB, Alabam.
In the course of our curriculum, we have the opportunity to study some Facet of the
Defense establishment with a view toward honing analytical skills and providing
useful information for decision makers. The enclosure briefly describes my topic.
It is a subject that is on the hearts and minds of many unit commnders as they seek
ways to minimize the adverse effects of high OPTEMPO on morale and retention within
their unit. With the specter of force structure cuts at hand, and the very real
possibility that CINC's will require at least as much forward deployment as in years
past, maintaining high morale within our units will require a more analytical view
toward developing an appropriate OPTEMPO.

2. In the course of studying this topic, I hope to accomplish the following:

a. Clarify the problem (if it exists).
b. Examine feedback mechanisms, and recamend improvements.
c. Provide recommendations that may minimize adverse effects.

3. One of the feedback possibilities I am examining is a method of averaging
accumulated deployed time Ty unit from data within the MMS system. Your unit is one
of eight battalion/squadron sized units I am studying. CMC is retrieving and
averaging the data in the system for me. 1n order to properly analyze the data,
however, I need the actual nunber of deployed days experienced by the unit over the
past two years. Accordingly, I am asking for your assistance in providing the
following data as it pertains to your battalion/squadron:

turber of days deployed over the past two years.
Full unit - 1.7
Detachment - (£
Number of days between returning from UDP and the next training deployment. /3

4. Please reply as quickly as you cea. Thank you for your assistance. For any
clarifying information, please call me at. AUTOVON 875-2122.

oy
Very reSgefctfully,




UNITED STATES MARINE CORPS
MARING ATTACK SQUADRON 231
MARINE AINCRAZT QAOUP 32
24 MARINE AIICRANT WING, FIMF. ATLANTIC
MARING CORPS AIR S$TATION
CHERRY POIMT, NORTH CAROLINA 208334025

IN REPLY REFER 10

ST50Q
S-3
9 Jan 90
From: Coummanding Officer, Marine Attack Squadron 231
To: Commandant of the Marine Corps (Code HDH-4)
Via: (1) Cummanding Officer, Marine Aircraft Group 32
(2} Comamanding General, Second Marine Aircraft Wing
(3) Commanding General, Fleet Marine Force, Atlantic
SubJ: COMMAND CHRONOLOGY 1 JULY 89 - 31 DECEMBER 89
Ref: (a) MCO PS5750.1F
Encl: (1) Comuwand Chronology 1 July 89 « 31 December 39

1. As per raference (a),

the Command Chronology for the period 1
July 89 - 31

December 83 i3 submitted as enclosuras (1).

5 Trpn AKX

B. M. TRAPNELL
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CHAPTER 8

UNIT DIARY REPORTING OF INDIVIDUAL DATA ELEMENTS

8001. INTROOUCTION

1. This chopter contains instructions for reporting individual data elements and certain actions not
specifically covered in other chapters.,

2. Certuin data elements in the JUMPS/HMS computer record are controlled by HOMC snd cannot be changed by
field RU's. All discrepancies in these data elements (such as differences between OQR/SRB, BIR and BIR) will
be reported to the CMC (code indicated below).

a. Officers
DATA ELEMENT CMC_CODE
Active Naval Service BSase Date MMPER-1
(For other than the initial
Expiration of Active Service MRRO-S  assignment to active duty upon
appointment to comissio.ed
Expiration of Current Contract MRRO-5 grade, EAS/ECC will be entered
by MHMOA.)
Conponent Code MRRO-5
Contract Legal Agreement MMOA -3
*Permanent Grade MMPR-1
Date of Permanent Grade MMPR-1
*Present Grade MMPR-1
Date of Present Grade MMPR -1
Poy Entry Base Date MMRB-10
Additional Military Occupational
Specialty MMOA
Service School Codes MMDA

(In excess of eight)

*|f this item is not in agreement With unit records, first determine if the officer's name appears on a
selection list for promotion to the grade indicated. @f name does appear, no further action is required. If
name does not appecar on the selection list, request verification of this/these items per paragraph 8095.

b. Officers and Enlisted

DATA _ELEMEN] CHMC CODE

Classification and Language MA
Test Score Data

8002, ACCUMULATED DEPLOYED YIME (YTC 033 GROUP D)

1. This data element is designed to be used only by FMF units as identified in MCO 1300.8 and represents the
individual Marine's total time in days deployed while joined chargeoble to an FMF unit. Each ADT entry will
adjust the date arrived U.S. where dependents were restricted (DAUSDR) to compensate for periods spent in a
deployed status. Periods of ADT of {ess than 10 days will not be reported or accumulated. ADT may be
reported as an individual, group, or event entry,

8-7
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2. ADT Will be reported whenever & Marine, as a menber of an FMF unit, deploys for a period of at least 10
consecutive days. However, predeployment liaison units nd individual training not associated with unit
activity will pot b~ counted as ADT. Specific requirements are prescribed in MCO 1300.8, If the entry is for
270 or mare continuous days, or & Marine's cumulative ADT totals at least 365 days, a new DAUSDR is
automatically established effective the date of return from deployment. Any days in excess of the required
270 or 365 that remdin as ADT will update the new DAUSDR on a 2-day-for-1-day basis. This same 2-for-1
adjustment is made to the DAUSDR for each ADT entry that does not meet the above requirements for establishing
a new DAUSDR. A Marine's accrued ADT will be displayed on the BIR. The computer will automatically zero the
ADY field . enever a Marine is joined by a non-FMF unit. Do not recnter ADT for a previous commard, as the
DAUSDR hos already been updated, Accumulation towards establishing a new DAUSDR must begin anew.

3. Each period of ADT will be reported on the UD imnediately upon return from deployment. The date of action
will be the dats of return from deployment. The following statement will be used only by FMF RU's to report
ADT:

. ON DEPLOY FR 10 Loc |

Six-digit action
date

Enter nix-digit lwgin date-—--— -2

Enter six-digit ending date

Enter name or location whers ADT was performed (maximum of 20
alphanuner ic characters)

NOTE: The pction date of the ADT must be the last day of the ADY period
reported. This is critical when the total ADT goes over 365
noncontinuous days, or when 270 continuous days is reported, as
the computer Will use thc action date to esteblish a new DAUSDR.

4. Yo delete erroncous information use the following statement and report correct information per
instructions in subparagraph 8002.3:

_— DEL DEPLOY FR 10 |

Enter sixn-digit
sction date

Enter six-digit begin date of period
to be deleted-

Enter six-digit ending date of period to be
del sted-

S. For Marines not having a DAUSDR, o DAUSDR will be automatically genecrated by the computer the first time
ADT s reported. This constructive DAUSDR will be established by subtracting 5 yecurs from the date thot the
Marine last entered active duty.

8003. ACTUAL TRAINING COMPLETION DATE (T1C 418 GRQUF D)

1. The data alement MACIUAL TRAINING COMPLETION DATE" indicates the date a Marine completed training and
qualified for assignment of a primary H0S. The date moy be used in conjunction with date joined for training
to determine actual treining time from recruit graduation to MOS qualification.

8-8
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B037. DEPLOYMENY MONITORED COMMAND CODE

1. The data element DMCC represents a unit that has been designated es a specific depluyment unit with
personnel staffing controlied by HAMC. The DMCC is reportable only by HQMC. Any discrepancies regarding the
DMCC must be sddressed to the CMC (MMEA or MMOA) for resolution,

2. The DMCC remains the specific unique unit identifier for units in the FMF that deploy, and remains in the
couputer record for the durstion of the Marinet's tour with the designated unit, This dota element can only be
entered into the JUMPS/MMS &t HOMC vie the UD and is not reporiable by field units. Generally, the designation
of "V-series™ MCC's for deployed units are used by HGNC,

8038. DEPLOYMENT STATUS CODE/DCPLOYMENT RETURN DATE (TTC 422 GRCUP D)

1. The DSC identifies a Marine's deployment status during s current FHF teur. This data element is used by
the CMC (MMOA and MMEA) to determine s Marine's eligibility for assignment and to monitor unit personnel
strengths. The DST identifies Marines who are scheduled for, serving on, have completed, or who are not
scheduled to participate in future deployments of at least 5 months duralion. [f the Marine is nondeployable
per the criteria contained in the current edition of HCO P3G00.13 (UNITREP SOP), as well ss not scheduled,
enter the appropriate duty status code per paragraph 8043.

2. Descriptions:
CWOE DESCRIPTION

blank Unknown-0SC/DRD should be reported if Marine is joined to an FMF unit.
0 Not scheduled tor deployment and no deployments completed.
1 Scheduled for or serving on first deployment of 5 months or more duration.
2 Conpleted first deployment of S months or more duration, and not scheduled for
any future deployments at this time.
3 Completed first deployment of 5 months or more and is scheduled for or serving on
second deployment of 5 months or more duration.

4 Completed second deployment of 5 months or more duration, and not scheduled for
any futurc deploywents at this time.

5 Conploted second (or greater) deployment of 5 months or more and is scheduled for
or scrving on third (or grester) deployment of 5 munths or more duration.

[ Cunpleted third (or greater) deployment of 5 months or more duration and is not

scheduled fcr any future deployments .t this time.

NOTE: ALl deployments refer to unit or detachment/overseas deployed activities
during 8 tour of duty with the FMF as defined in MCO_1300.8

3. The DRD iden*ifies the date of & completed deployment of 5 months or more, or the expected date of return

from the current o next deployment of 5 months or more, This data element is also used by HOMC for personnel
planning, The following rules apply:

1f DSC = 0 Then DRD must be zero.

If bsC =

1, 3, or 5 Then DRD must be future-dated with the expected date of
return.

1f 0sC =

2, 4, or 6 Then DRD must be actual date of return.

4. Use the following statement to report, change, or update the BSC and DRO:

DEPLOY STAT DRO ______{
teter one-digit oueric
code frum above --- - s
Enter six-digit date
8-87
98
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I'CTE:  For JURPS/MMS reporting and processing purposes, this entry must be
either reported on a WD dated prior to the DRD or the entry must
include an action date prior to the DRD.

S. Use the following statement to clear the DSC/DRD field:

DEPLOY ST/T O DRD 0000DO|

6. When a Marine's DSC changes from a “not scheduled" status (DSC = 0, 2, 4, or &) to a scheduled status (DSC
= 1, 3, or 5) and has been so reported into JUMPS/MHS, but the Marine then becomes "not scheduled" again,
report the old DSC/DRD back into JUMPS/MMS. For example, 3 Marine's DSC/DRD is DEPLOY 3TAT 2 DRD 851201 and
has been updated to DEPLOY STAT 3 DRD 861015[. When the Marine becomes "not scheduled" again, report 861130
DLPLOY STAT 2 DRD 861201).

7. As socn 8s units who assign personnel YAD to MEU's, or elements of a MEU, become aware of whom they will
essign, they will report a DSC/DRD into JUMPS/MMS. They will report the correct DSC for the individual and
the expected return date of the MEU to which the Marine is assigned for TAD. This DSG/DRD will, in most
cases, be reported well in advance of the 70 TAD entry. The DSC/DRD must be reported as soon as personnel are
identified as participating in a MEU deployment, with the primary goal of 120 days prior to deployment, |If
tor any renson the identified Marine becomes “not scheduled,” update the DSC/DRD per the fnstructions in
paragraph 8038.4.

3039, DISRURSING STATINK SYMBOL NUKBER (TTC_150_GROUP D)

1. Eoch RU is provided disbursing service by a designated disbursing station. The disbursing station is
Identified by 8 four-digit DSSN. DSSN's are listed in the Navy Coamptroller Manual, volume &4, opperxdix B.

2. A disbursing officer symbol is a five-character symbol used to identify a specific disbursing officer ond
disbursing station. The prefix continues through the alphabet for each disbursing officer successor at that
station. Ensure that the four-character DSSN is reported in UD entries. Do not include the alphabetic prefix
which identified the disbursing officer symbol. For example, AGU91 represents the disbursing officer and
station providing service to Headquarters Battalion, HOMC. For UD entries, report &091.

3. Pay accounts of oll Marines of a single unit normally are maintained by the same disbursing station.
However, some personnel of one unit on YAD, maneuvers, and so forth, may be provided service by a different
disbursing station. When these conditions exist, the DSSN must be reported for personnel who are effected.
When reporting a JO'N entry, DSSN muct be reported if the unit is served by more than one disbursing station,
03SN is not required in the join entry if all Marines of the unit ere provided service by the same disbursing
station.

4. DSSN changes must be reported by o UD EVENT entry. The change will update the JUMPS/MMS computer tables
for the RUC arxi the primary MCC and all additional MCC's with the same DSSN as the primary MCC. If any
additional MCC(s) are assigned to the RUC with a difrerent DSSN, those MCC's will not be affected by the
reported DSSN change. A separate EVENT entry must be submitted for any additional MCC's with a different DSSN
then the primary MCC.

5. When 8 Marine is joined or attached excess, the joining or attaching entry effects appropriate changes in
the Marine's DSSH. When in addition to a join or attach entry, a DSSN change is reported on a specific
Marine, it will require another DSSN change to return the Marine's DSSN to that servicing the permancnt RUC
upen teiminat ion of TAD/exceus.,

6. A recard of event entiy repoiting activotion, redesignntion, reargnnization, or relocation of o unit nust
{iclude the DSSN and the effective dote. See chapter 7, for instructions and exauples.

7. USSH and eficciive date vie Teported with the statoment shoun below. 14 DSSH is unknown, it may be
obtained by contacting the disbursing station.
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PROPC LED PROBLEM STATEMENT FOR DEFENSE ANALYTICAL STUDY I
STUDERT'” MAME [laat, First, M1) anD GRADE 20X NO. SEMINAR ND SEMINAR DIRECTOR S NAME AND GRADE
Whitlow, Jamea L, S8 1] OeCal B.8mith

List names of other students, if any. who are working on this study

None

Enter the tentative ttte of your work, as you think 1t may appear on your final product:
MINIMIZING THE ADVERSE EFFECTS OF OPTEMPO ON MORALE AND
RETENTION (USMC)»

Using double spacing. type or write your entire problem statement - as specitically as you can:
Problem Statement:

Background: The expeditlonary nature of the Marine Corps
requires a high OPTEMPO in terms of tralning exerclses and
forward deployment. Many communities within the Corps are
averaging 50-60% time away from home base with no end in
sight. This has an cbvlous impact on morazle and retentlon
of those enllisted personnel who have MOS’s within certaln
communities. Especlally those MOS’s with little appllication
outside of the high tempo tactlcal units they are In.

Problem: How much 13 too much (withln a tour - within a
career?? In the eyes of the enlisted personnel in question,
how Isgs this OPTEMPO measured? Are there aspects of a
Marlne‘s service life that could be changed to minimize the
adverse effect? In the development of unit tralw.ng plans
or service career patterns, is there an OPTEMPO point beyond
which a commander must be aware that he ls possibly
sacrificing morale for unlt tralning and expertise? Is
there a "rule of thumb" that can be developed to ldentify
that point?

The thrust of this project Is to attempt, not only to answer
the questlong, but also examlne existing "feedback"
processes with a view toward makling them more responsive.

This form must be returned Lo the office of the Defense Analytical Studies Rivision by the deadline indicated in the
Adminsitrative Handbook

s study was decived o the baaklet Topies for Defenae Analvinal
Studies, or un pddendum ta it posted on the bulletin bourd, pleass give
name of study, nume ol spotser ancluding aitice symbal, location and
telephone numbernn bloch at night. P
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AU Form §§5. JUL 88 (AW C) PREVIOUS EDITIONS ARE ORSOAETE .
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